Success factors of social enterprises in the education sector by unknown
i 
 
 
 
 
 
SUCCESS FACTORS OF SOCIAL 
ENTERPRISES 
IN THE EDUCATION SECTOR 
 
 
 
 
 
NL Makgato 
 
 
 
2018 
  
ii 
 
SUCCESS FACTORS OF SOCIAL ENTERPRISES 
IN THE EDUCATION SECTOR  
 
A treatise submitted in partial fulfilment of the requirements of the degree of 
 
 
 
MASTERS OF BUSINESS ADMINISTRATION 
 
NELSON MANDELA UNIVERSITY 
by 
Noko Makgato 
 
April  2018 
 
 
 
 
 
 
 
 
 
RESEARCH SUPERVISOR:  
Professor William Fox 
 
  
iii 
 
DECLARATION 
 
I, Noko Makgato, hereby declare that: 
 This dissertation is being submitted in partial fulfilment of the requirements for 
the degree of Masters of Business Administration. 
 This work has not been previously accepted in substance for any degree and 
is not being concurrently submitted in candidature for any degree. 
 This dissertation is the result of my independent work and investigation, 
except where otherwise stated. Other sources are acknowledged by complete 
referencing. A reference list is attached. 
 I hereby give consent for my treatise, if accepted, to be available for 
photocopying and for interlibrary loan, and for the title and summary to be 
made available to outside organisations. 
 
_______________ 
N Makgato 
 
_______________ 
Date  
iv 
 
ACKNOWLEGDEMENTS 
My eternal gratitude goes to the following for their encouragement and support 
throughout and during various stages of completing my studies: 
 My precious Lord God Almighty for taking my hand and leading me throughout 
this journey of life. 
 My supportive wife Dimakatso and brilliant children Khumo and Kgaugelo, for 
prodding me to do this. Thank you for the massive sacrifice you all made allowing 
me to take time off my family and parental duties in order to study, and for 
cheering me on when I ran out of steam. The time away was not always easy, but 
we made it work.  
 My dependable family who prayed for me and cheered me on. 
 My long-suffering fellow students and syndicate group members who had to 
contend with my regular orations and missives in the march towards attaining the 
MBA degree. 
 My sympathetic advisor Kerryn Krige who was a fountain of wisdom for me on 
social entrepreneurship. 
 My gentle supervisor Professor William Fox who provided expert guidance for me 
to complete this treatise. 
  
v 
 
ABSTRACT 
 
Social entrepreneurship is a complex concept with many dimensions that is not well 
understood in South Africa. The purpose of this research is to contribute to the 
limited body of knowledge leading to a better understanding of various factors of 
success that are at play within social enterprises in the education sector in South 
Africa, including characteristics of the social entrepreneurs at the helm of these 
ventures.  
 
For the purpose of this research, social entrepreneurship is treated as a 
phenomenon that occurs at the intersection of for-profit, non-profit and non-
governmental organisations, without being limited to any single organisational 
format. Data analysed was obtained through in-depth interviews with persons in the 
top leadership of FIVE social enterprises, including founders and executives.  
 
From this data a composite set of success factors was developed, with the findings 
presented according to emerging themes and topics. The study reveals a core set of 
attributes related to environmental, organisational, leadership, financial and 
stakeholder factors that manifest in successful social enterprises. Research 
conclusions and recommendations based on this study were made, opportunities for 
further research were identified and shortcomings of this study were acknowledged.  
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CHAPTER 1 
 
1. INTRODUCTION 
 
This is an exploratory study to gain insight into factors that are vital to the success of 
social enterprises in the education sector in South Africa. A social enterprise is an 
organisational type in which the pursued objective is to produce and deliver social 
goods through an entrepreneurial approach. 
 
The study was triggered by the problem faced by institutional supporters (including 
funders) of social enterprises who have limited resources to disburse but do not have 
a methodical approach to select and channel support to ventures that are likely to 
succeed in producing positive results. A proposed solution is to develop criteria of 
success factors – through an exploration of a sample of existing successful social 
enterprises in the education sector – that can be used to predict the possible positive 
outcomes of a social enterprise. 
 
In this exploratory study, a topic that is not well understood is examined, i.e. social 
entrepreneurship in South Africa. 
 
For purposes of this study a successful enterprise is deemed as one that creates 
both social and economic value, in the context of prevailing immense socio-
economic challenges in South Africa. 
 
In a globalised economy, there are marginalised communities that do not have 
access to opportunities essential to improve their circumstance, and social 
enterprises are seen to offer a way out that predicament (Martin & Osberg, 2015). 
 
The term social entrepreneurship has been used to describe organisations that have 
developed business models catering to basic human needs, which are ignored by 
existing markets. Social entrepreneurship is generally seen as a combination of 
traditional entrepreneurial undertakings and a mission to change a broader 
community or positively impact on a specific group of people. 
 2 
 
  
While social entrepreneurship emerged over the past several decades as a way of 
identifying and transforming challenges faced by communities through 
entrepreneurial ventures intended to benefit economically marginalised segments of 
society, the factors that lead or contribute to the success of these ventures are not 
fully understood. This is mainly due to the fact that there are very few studies on the 
concept that present a significant challenge to those seeking deeper insight. 
 
These enterprises depend on various forms of support and resources to be able to 
grow and make a meaningful impact. Little is known about the actual activities or 
attributes that lead to successful social enterprises. Hence, the question of how to 
identify potentially successful ventures or initiatives becomes of increasing 
relevance.  
 
1.1. Problem Statement 
 
The problem that funders and institutional supporters have, and which is pursued in 
this study, is that there are limited resources to disburse, and therefore a methodical 
approach is required to channel support to social enterprises that are likely to 
succeed and ultimately yield positive results and have a wider impact. 
 
This is even more pertinent in the South Africa context, where the role of social 
entrepreneurship to address societal development is broadly acknowledged but not 
well understood. 
 
A possible solution is to develop criteria of success factors that can be used to 
predict the possible positive outcomes of a social enterprise. 
 
This study seeks to contribute to a deeper understanding of factors that determine 
the success of social enterprises.   
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1.1.1. Risk 
 
A plethora of social enterprises across the world appear to defy the obstacles that 
have prevented traditional businesses from providing services to the poor. These 
social enterprises are transforming lives, especially in developing countries, and 
have the capability of significantly impacting the broader economy where these 
ventures thrive.  
 
Such enterprises use novel types of resources, combining them in an innovative way 
and making the concept of social entrepreneurship ripe for the discovery of 
interesting models of value creation (Seelos & Mair, 2005). To be effective, social 
enterprises should be financially sustainable so that the benefits they provide do not 
depend on a constant flow of funding from supporters (Martin & Osberg, 2015). 
 
It is therefore important that funders and other institutional supporters develop a 
greater insight in understanding what factors contribute to the success of a social 
enterprise and thereby invest their valuable but limited resources into ventures that 
are sustainable. 
 
1.1.2. Potential causes of the problem  
 
Some of the potential challenges faced by funders and supporters of social 
entrepreneurial ventures include the following: 
 
 Poor understanding of the concept of social entrepreneurship: Afuah, Allan & 
Tucci (2012) hold that while the social entrepreneurship phenomenon 
continues to grow around the world, it remains poorly understood. They 
highlight a tendency that researchers have expressed in a growing desire to 
move away from debates about definitions and shift emphasis towards 
experiences and consequences.  
 
 Poor understanding of the characteristics of social entrepreneurs: These 
entrepreneurs are not merely people who perform acts of charity. They have a 
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desire to improve social well-being through the development of sustainable 
projects. The creation of sustainable social value is a key characteristic that 
differentiates them from well-meaning individuals who simply engage in 
charitable works (Manuel, Lam, Maaten & Klein-Geltink, 2011). 
 
 Lack of an agreed clear definition of success: There does not seem to be an 
agreed measure of success among funders and support institutions. It can 
however be argued that to be seen as successful, these ventures should 
pursue social goals and sound business management. While the aim is to 
benefit communities, the venture also has to be financially sustainable – in 
some cases the enterprise may even be profitable (Martin & Osberg, 2015).  
 
 Lack of a better understanding of how the environment impacts social 
enterprises in the African, and specifically the South African context: In their 
study of social entrepreneurship in sub-Saharan Africa, Rivera-Santos, Holt, 
Littlewood & Kolk (2015) identified what they term “predominantly African 
contextual dimensions to social entrepreneurship: acute poverty, informality, 
colonial history, and ethnic group identity”, and explored their influence on the 
way social ventures perceive themselves and on their choice of activities.  
 
 Misplaced focus on the role of compassion as a factor that drives social 
entrepreneurship: Arend (2003) argues that compassion is a poorly-
distinguished concept as it is only a "borderline emotion" that overlaps with 
concepts like empathy and is not useful as a distinguishing feature of social 
entrepreneurs. 
 
1.1.3. The management question for institutional supporters 
 
While the phenomenon of social entrepreneurship has been growing gradually in 
South Africa and the rest of the world, it is not well understood and therefore not well 
supported and funded. Importantly, existing funders and supporters who intend to 
provide this assistance are not in a position to effectively assess and select ventures 
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that have a high chance of success and to therefore optimise their efforts by 
increasing their ‘return on investment’ (ROI).  
 
While institutional supporters, including funders, do not use the traditional business 
metrics to determine the return on investment, it is in the context of limited resources 
available for dispersion that the ROI should be viewed. The ROI in this case should 
be understood as a return based on how a funded/supported venture is able to 
generate significant social and economic value. 
 
There has been limited academic research on social entrepreneurship, specifically in 
South Africa, and therefore a lack of theory on the topic. This presents an 
impediment to the full understanding and focussed support needed for the sector to 
achieve its full potential. 
The primary objective of this research project is to study the success factors of social 
enterprises in South Africa in order to gain insight into critical success factors that 
distinguish those ventures that succeed from those that do not. These ventures are 
often founded, led or directed by individual entrepreneurs.  
 
For the purpose of this study, the definition for success will be based on the ventures 
that create substantial social value and economic value – not necessarily profit 
generating only. 
 
1.2. Research Methodology 
 
For this study, to identify and understand those success factors of social 
entrepreneurship ventures, the qualitative research approach is appropriate. 
Qualitative research is best deployed where there is no conceptual framework in 
place as it is intended to convey to the researcher how and why things occur as they 
do (Cooper & Schindler, 2014). 
 
A research approach, combining personal interviews and questionnaires relevant to 
the study, was developed in order to achieve the research objective. The method 
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was used to investigate the factors that drive successful social enterprises and how 
these factors can be employed as criteria for funders and institutional supporters, 
including philanthropist, NGOs, governments and private enterprises, to apply in 
selecting enterprises that require backing. 
While qualitative data may seem too subjective and susceptible to human error and 
bias in data collection and interpretation, it is a useful tool in order to gain insight into 
phenomena to understand how and why things happen.  
 
Data was obtained from several sources: existing case studies, published and 
unpublished reports and articles, interviews with leaders or owners of social 
enterprises regarded as successful, and internet sources.  
 
Primary data was collected from interviews with five leaders or owners of social 
enterprises that are widely recognised to be successful in the education sector in 
South Africa.  
 
Participants for the individual in-depth interviews were chosen, not because their 
opinions are representative of the dominant opinion, but because their experiences 
and attitudes reflect the full scope of the issue under study (Cooper & Schindler, 
2014). 
 
1.2.1. Sampling 
 
The approach used was convenience sampling – selecting readily available 
individuals within the population group as participants. The sample consisted of five 
individuals who are founders or leaders of successful enterprises located in a 
geographical area that could easily be accessed by the researcher. 
 
To identify possible participants in the study, existing funders and supporters in the 
South African context, including institutional supporters or funders of social ventures 
such as Ashoka, Spark and Amaphigo, were requested to provide information about 
ventures that they regard as successful. Of these, five were randomly selected and 
requested to avail themselves of interviews.  
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1.2.2. Data collection 
 
Ahead of the interviews, participants were supplied with a questionnaire consisting of 
a list of questions related to the subject matter and designed to collect information to 
be used as data for analysis. This allowed participants an opportunity to deeply 
consider their responses, which could enrich and speed up the interview process. 
 
The questionnaire that was utilised to give direction to interviews was developed 
using the literature review on social entrepreneurship as a basis. Open-ended 
questions were used, giving the respondent the freedom to decide the wording and 
length of their answers. 
 
Each interview was recorded for ease of reporting, transcription and subsequent 
analysis. Information collected from respondents was substantiated by means of 
secondary sources. 
 
Secondary data was gathered through literature research on the topic. The analysis 
was initially conducted by using a standardised search term to collect and identify 
articles on the topic of social entrepreneurship.  
 
1.2.3. Ethical protocol  
 
Participants were informed in advance of any potential benefits, risks, inconvenience 
or obligations associated with the research that may reasonably be expected to 
influence their willingness to participate. 
 
The purpose and content of the research were openly and honestly declared to 
participants, and all interviews were conducted in a professional manner at all times. 
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1.3. Research questions 
 
The primary question of this research project was: What are the success factors of 
social enterprises in the education sector? This was to gain insight into critical 
factors that distinguish ventures that are successful from those that are not. 
 
The study answers the follow-up questions: 
  
 What does the existing literature reveal to be success factors of social 
enterprises? 
 How do the social enterprises add social value (for the broader community 
within which they operate) and create economic value (for 
owners/shareholders)? 
 Are the character traits, empathy and personal motivation of the 
entrepreneurial founder or leader key determinants of success of the venture? 
 Does access to and the availability of resources (funding/support) contribute 
to the success? 
 What role does the environment play in the success? 
 
1.4. Conclusion 
Social entrepreneurship is a complex concept with many dimensions that is not well 
understood in South Africa. The purpose of this research is to contribute to the body 
of knowledge, leading to a better understanding of various success factors that are 
at play within these social enterprises including characteristics of the social 
entrepreneurs at the helm of these ventures.   
 
Chapter Two is a literature study that provides an overview of the concept of social 
entrepreneurship globally, including various definitions of the concept or term, 
followed by a critical analysis of social entrepreneurship and enterprise in South 
Africa.  
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CHAPTER 2 
2. LITERATURE REVIEW 
2.1. Introduction 
 
This chapter is an overview of current research on social entrepreneurship focusing 
on characteristics of social enterprises and entrepreneurs, and success factors of 
social enterprises. Also reviewed is literature about the social entrepreneurship 
phenomenon as it manifests itself in South Africa. 
 
With the world facing innumerable challenges, the intersection between social and 
economic value promises a unique solution that seeks to deliver both goals in a 
sustainable manner. A major challenge that concerns most leaders across the world 
is how to expand social participation in the process and benefits of economic growth 
according to the World Economic Forum’s inclusive growth report (World Economic 
Forum, 2017).  
 
This challenge is particularly glaring in times such as the current one that is 
characterised by stagnant global trade, subdued investment, and heightened policy 
uncertainty in the world economy.  While a subdued recovery is expected for 2017, a 
weak investment will continue to weigh on medium-term prospects for many 
emerging markets and developing economies such as South Africa. (The World 
Bank Group, 2017) 
 
Faced with these prospects, there is a growing belief that entrepreneurship is best 
placed to take centre stage in reigniting economic growth across most economies. 
This is largely due to the prevalent view that entrepreneurs are key drivers of 
economic and social progress. And because rapidly growing entrepreneurial 
enterprises are seen as key sources of innovation, productivity growth and 
employment, many governments look for ways to actively promote entrepreneurship 
through various forms of support. (World Economic Forum, 2013) 
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According to Afuah, Allan, Tucci (2012) social entrepreneurship can be explained as 
the process of employing market-based methods to solve social problems, but while 
this concept is becoming increasingly popular, very little about it is understood.  
Varbanova (2009) argues that social entrepreneurship is a relatively new 
phenomenon that exists and thrives in areas where traditional market mechanisms 
and government‐based support structures for allocating resources and power have 
failed. 
 
Social entrepreneurship offers insights that may stimulate ideas for more socially 
acceptable and sustainable business strategies and organisational forms. Because it 
contributes directly to internationally recognised sustainable development goals, 
social entrepreneurship may also encourage established corporations to take on 
greater social responsibility. (Seelos & Mair, 2005) The impact of social 
entrepreneurial activity on sustainable development is demonstrated in Figure 2.1 
below. 
 
Figure 2.1 An operational model of the contribution of social entrepreneurship 
(SE) to sustainable development. (Seelos & Mair, 2005) 
 
Social enterprises are driven by a social mission offering innovative solutions 
through products and services that seek to solve social challenges in an environment 
where normal businesses are inhibited by structural and operational purpose issues. 
As a result, social enterprises require a different support structures to develop and 
thrive. For a social enterprise, key success factors are similar to those of a normal 
business, such as leadership, strategy, human resource, financial viability, 
organisational culture, governance, and performance measurements. However, 
 11 
 
these factors need to be viewed in context to the main purpose of the social 
enterprise’s existence (Nasruddin & Misaridin, 2014).  
 
2.2. Social entrepreneurship theory  
 
Social entrepreneurship has a short history as a focus of academic research in 
relation to the overall concept of entrepreneurship. 
 
In an assessment of social entrepreneurship within the entrepreneurship and not-for-
profit marketing literatures, Weerawardena & Sullivan Mort (2006) concluded that 
this field was fragmented and had no coherent theoretical framework. They noted 
that current conceptualisations fail to sufficiently reflect the unique characteristics of 
social entrepreneurs and the context within which they operate. 
 
In a study of current research on the phenomena of social entrepreneurship, 
Braunerhjelm & Hamilton (2012) concluded that as a field of scientific inquiry social 
entrepreneurship research was at a stage of infancy characterised by the following:  
limited number of empirical studies mainly of an exploratory type: Lack of rigorous 
hypothesis testing; little variety in research design; predominant use of primary data; 
and that research is often based on relatively small sample sizes.  
 
Santos (2012)  formulated a conceptual framework that may be used to explain 
social entrepreneurship by placing the phenomenon in the context of the discourse 
on economic activity and how modern economies function. Highlighted is a key 
trade-off between value creation and value capture and explaining when situations of 
simultaneous market and government failure may arise and suggests that social 
entrepreneurship is the pursuit of sustainable solutions to problems with positive 
consequences. According to Santos (2012) social entrepreneurship therefore is an 
innovation process in the economy that can happen in different institutional contexts, 
is based on value creation, and operates by its own rules and logic.  
 
This view has been criticised by Agafonow (2014) in that it is asking too much by 
advocating a shift in focus away from the organisation. This author argues that by 
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refocusing the theory on the organisational level and away from the system it is 
possible to understand that not all organisational solutions available to social 
entrepreneurs are able to create value and not all value capture strategies can serve 
a social goal.  
 
While social entrepreneurship is distinct from general entrepreneurship, Peter Dacin, 
Dacin, & Matear (2010)  argue that there may not be any need to develop new 
theory but that there is a need for examination of key assumptions and insights from 
theories inherent in existing entrepreneurship frameworks and applying these 
insights in ways that address entrepreneurship in a social context. 
 
Viewing social entrepreneurship through the lens of entrepreneurial studies 
acknowledges that organisations with social missions can also look for the most 
effective methods of serving their vision – and that many of these methods may be 
borrowed from what has traditionally been regarded as an exclusive business arena. 
(Herrington, Kew, & Kew, 2013) 
 
Mair & Martı (2006) argue that social entrepreneurship should be viewed as a 
process resulting from the ongoing interaction between social entrepreneurs, the 
environment within which they operate and their activities as this brings together 
insights from sociology, political science and organisation theory, which add to the 
theoretical understanding of the phenomenon. 
 
2.3. Social entrepreneurship: Definition and Concept 
 
There are a variety of definitions of social entrepreneurship with no single agreed 
understanding of what the concept means. Generally, it is understood to refer to as 
an approach to business that deploys market-based methods to solve social 
problems - social entrepreneurship therefore combines the ingenuity of traditional 
business with a mission to change society.  
 
The terminological confusion about social entrepreneurship is due mainly to the fact 
that social enterprises are structurally hybrids in several dimensions including, non-
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profit and for-profit organisations. This hybridity is essential to their character and 
fulfils a vital role (Grassl, 2012) 
 
In a research paper Braunerhjelm & Hamilton (2012) conclude that the concept of 
social entrepreneurship does not have a rigorous definition, and they identify a need 
for an unambiguous definition that can serve as a foundation for future research and 
a thorough analysis of the contributions to society that can be attributed to social 
entrepreneurship. 
 
Social enterprises are a blend of innovation, vision and risk management within the 
broad constraints of the environment, while seeking to attain sustainability and social 
mission (Weerawardena & Sullivan Mort, 2006)  
 
Varbanova (2009) argues that the most comprehensive and widely used definition of 
social entrepreneurship is published by the British Government in the document 
Social Enterprise: A Strategy for Success (2006): “A social enterprise is a business 
with primarily social objectives whose surpluses are principally reinvested for that 
purpose in the business or in the community, rather than being driven by the need to 
maximise profit for shareholders and owners". 
 
Dees (1998) coined a definition of social entrepreneurship, which despite being 
criticized as somewhat idealised, is cited often in literature, as follows: “Social 
entrepreneurs play the role of change agents in the social sector, by: (1) Adopting a 
mission to create and sustain social value (not just private value), (2) Recognising 
and relentlessly pursuing new opportunities to serve that mission, (3) Engaging in a 
process of continuous innovation, adaptation, and learning, (4) Acting boldly without 
being limited by resources currently in hand, and (5) Exhibiting heightened 
accountability to the constituencies served and for the outcomes created.” 
 
Mair & Martı (2006) define social entrepreneurship as a process of seeking 
opportunities by combining resources in innovative ways that create social value by 
stimulating change or meeting needs of society.  
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Steinman (2010) offers the following definition: “A social enterprise’s primary 
objective is to ameliorate social problems through a financially sustainable business 
model, where surpluses (if any) are principally reinvested for that purpose.” 
 
As a term social entrepreneurship can be used in reference to the collective body of 
organisations that have created models for efficiently catering to basic human needs 
that existing markets and institutions have failed to satisfy (Seelos & Mair, 2005)  
In emphasising the broader societal value in the definition of a social 
entrepreneurship, Chell, Spence, Perrini, & Harris (2016) describe social 
entrepreneurship as an innovative process or activity that yields products, services 
and various other outcomes that have a social value beyond the direct effects of the 
parties involved. 
 
Afuah, Allan, Tucci (2012) highlight an expressed desire by researchers of social 
entrepreneurship to abandon the debates about the definition of social 
entrepreneurship and shift the focus to its various antecedents and consequences.  
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2.4. Social entrepreneurs: Characteristics of  
 
Various characteristics of the entrepreneur behind social enterprises emerge in the 
review of literature. The characteristic of a social entrepreneur as an innovative 
individual is frequently highlighted. 
 
While entrepreneurs are often described as curious, risk‐taking, visionary, creative 
and optimistic individuals who explore hidden resources, realise innovative ideas, 
and use creativity to find solutions to diverse problems, social entrepreneurs use 
innovative tools and market‐driven mechanisms to solve social problems, making a 
positive impact on the broader society. Despite limited resources social 
entrepreneurs use innovative thinking and self-drive to reach their goals (Varbanova, 
2009) 
 
Innovative leaders are beginning to emerge as the social entrepreneurial field 
evolves to include innovative profit- and impact-generating models, new types of 
finance and support  (Echoing Green, 2015). The emerging social entrepreneur 
needs support and financial backing to revolutionise business models that deliver 
social impact and financial returns.  
 
Some attempts to describe the characteristics of the typical social entrepreneur seek 
to portray a social hero with entrepreneurial talent. However, Seelos & Mair (2005) 
argue that most social entrepreneurs do not even know they are such until they 
receive an award or are recognised by organisations that support social enterprises 
such as Ashoka and the Schwab Foundation. Most do not regard themselves as 
being different from other entrepreneurs.  
 
In their study Manuel, Lam, Maaten, & Klein-Geltink (2011) posit that social 
entrepreneurs are not merely people who perform acts of charity. They have an 
evident desire to improve social well-being and develop projects with long-term 
vision. The creation of sustainable social value is a key characteristic that 
differentiates these individuals from generally well-meaning persons who participate 
in charity projects. 
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They further argue that many characteristics of social entrepreneurs are similar to 
those of any other type of entrepreneur. However, while there are generally no 
differences in aspects like leadership, personal qualities, styles of work, or capacity 
to generate and transmit innovative ideas, social entrepreneurs focus on activities 
that will add value to the least favoured sectors of the community. This peculiarity 
usually involves certain distinguishing features listed in Figure 2.2 below. 
 
 
Figure 2.2. Social entrepreneur characteristics. (Manuel et al., 2011) 
 
This view is largely consistent with Orhei & Vinke (2012) who argue that in studying 
the concept of social entrepreneurship, the focus has to be on the person behind the 
enterprise who is seen as: a road-opener with great ideas, a change agent in the 
social sector and a pragmatic visionary capable of bringing about change on a large 
scale. 
 
Ethics are also seen an important characteristic. Chell et al (2016), in their study of 
the relationship between ethics and the social entrepreneurship, argue that while 
there is room for social entrepreneurs to identify a social need to solve, the 
possibility exist that the social need may be construed as purely a business 
opportunity resulting in conflated motives. They also argue that the notion that the 
ethical pursuit of a social issue would remain as and when an enterprise: 
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experiences sustained pressures is unrealistic. Heineche, Kloibhofer, & Krzeminska 
(2014) posit that strong personal ethics are critically important for social 
entrepreneurs, as they operate in the field of helping others and solving social 
problems.  
 
The role of a social entrepreneur  is highlighted by Orhei & Vinke (2012), who in their 
explanation of the concept of social entrepreneurship, argue that it is associated with 
the adoption of business instruments in the civil society sector, which is why a new 
vision on the role of the business executive is presented in relation to the “modern, 
social” version of the entrepreneur. 
 
Entrepreneurs overcome innumerable challenges, including the constant balancing 
act to protect their social mission while striving for growth and commercial success, 
the combination of volunteers and paid staff within the same organisation, and the 
high expectations from a wide variety of stakeholders regarding their integrity, 
accountability and openness for stakeholder participation (Heineche et al., 2014). 
 
2.5. Social enterprises: Characteristics of  
 
Several features and characteristics of social enterprises emerge from various 
pieces of literature. A number of these underscore the not-for-profit nature of social 
entrepreneurial activities as a distinctive feature of social entrepreneurship but this 
phenomenon also manifests itself on a for-profit basis. Mair & Martı (2006) argue 
that the main difference between regular entrepreneurship and social 
entrepreneurship is in the relative priority given to social value creation versus 
economic wealth creation instead of the profit versus not-for-profit dichotomy. 
Domenico (2010) argues that although social enterprises vary in size, scale, and 
purpose, they generally have four characteristics: 
 Pursuit of revenue generation strategies through trading, which increases the 
independence and flexibility of the organisation to adapt and meet the needs 
of the community it serves.  
 Seeks to achieve social and environmental goals by producing goods and 
services in response to the needs of a community.  
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 Seeks to generate additional benefits such as increased social capital and 
enhanced community cohesion.  
 Emerges as a response to the lack of facilities and services in communities, 
both urban and rural, and retain a close association with them. 
In a study highlighting the diversity of social enterprises, Thompson & Doherty 
(2006) concluded that while certain typical characteristics are evident, social 
enterprises most certainly cannot be described as “one-size-fits-all”.  However, key 
characteristics of social enterprise included: a social purpose; means of production 
are used to create community benefit; trading in a market place; no distribution of 
profits and surpluses to shareholders; employees have a role in decision making; 
and the enterprise is accountable to the wider community.  
 
A social enterprise, according to Grassl (2012) must have the following 
characteristics: it must have a social mission without distributing profit to 
shareholders; it must generate positive effects that spill over into broader society; the 
entrepreneurial function must remain central; and it must achieve competitiveness in 
the market place through effective planning and management.  
 
Another notable characteristic is that of the ethical nature of a social enterprise, 
which is often assumed to be inherently part of it. Chell et al. (2016) argue that the 
notion is unrealistic that the ethical pursuit of a social issue might simply continue 
when there are numerous pressures pulling the enterprise in other directions.  This is 
due to the possibility that in the process of identifying a social need as a problem that 
their enterprise might address, entrepreneurs could simply construe the social need 
as purely a business opportunity resulting in a conflicted motive.  
 
Other characteristics of a social enterprise include: the ability to conduct operations 
efficiently to achieve impact; being sustainable; and ability to demonstrate evidence 
of impact, which is critical to obtaining buy-in from stakeholders (Kodzi, 2014).  
 
Social enterprises, in the sub-Saharan African context, Rivera-Santos, Holt, 
Littlewood, & Kolk (2015) contend that they seem to exhibit interesting 
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characteristics, with the particular social and economic challenges creating needs 
that can become opportunities for ventures that have at least some social goals.  
One key characteristics of a social enterprise is that the customer is not always the 
beneficiary and this presents a necessity to develop a clear beneficiary value 
proposition that identifies who the beneficiaries are, what their need is and what 
products or services would satisfy that need (Coetzee, 2015). 
 
An additional distinctive feature lies in the limited potential of social enterprises to 
generate economic value. This is more pronounced in enterprises that address basic 
social needs such as food, shelter or education as they often find it difficult to 
capture economic value due to the fact their customers or beneficiaries, while willing, 
are often unable to pay for the products and services provided (Mair & Martı, 2006).  
 
2.6. Social enterprises: Success factors 
 
Of the number of factors that can influence or impact on the success of any 
entrepreneurial venture, there is little to no agreement on which ones are essential to 
the success of a social enterprise in particular.  This is emphasised by findings of a 
systematic review of the literature on social entrepreneurship and skills by 
Bittencourt, Brunstein, & Martins (2016), which found that there is no clear 
agreement or definition of the set of skills required by entrepreneurs to  ensure that 
their  social enterprises succeed. 
 
Multiple-factors 
In a study of critical success factors of a social enterprise, Wronka (2013) identifies  
these as: the organisation's resources; competence and qualification that create 
competitive advantage in a particular market; and the ability to determine its possible 
future success. These are further expanded into ten key variables that contribute to 
success, namely strong leadership; motivation and commitment of employed people; 
an enabling legal/regulatory environment; the attractiveness and clarity of innovative 
concept; management expertise; key personal qualities for front line service delivery; 
effective collaboration with the public sector; social capital; community involvement; 
and maintenance financial standards. 
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Another study (Initiative and the International Institute for Sustainable Development, 
2008) identified eight critical success factors: commitment of leadership with 
continuity; ability to work with governments; remuneration of the entrepreneur;   
ability to maintain partnerships; clarity of innovative concept with external validation; 
access business planning and marketing skills;  triple-bottom line alignment; effective 
community engagement; and long term mitigation of risk. 
 
A study conducted for the Scottish Government (The Scottish Government, 2010) 
argues that success for social enterprises is about achieving a balance by finding 
ways to doing good in a financially viable way. The study highlights the need for 
enterprises to develop a balanced set of internal characteristics or strengths that 
make the difference between success and failure. It also suggests that critical 
success factors include: having a clear social mission; strong and inspiring 
leadership; alignment of stakeholder and market needs; producing a product or 
service of value to others; effective relationships; internal systems that ensure 
operational excellence; an entrepreneurial bent with strong business acumen; an 
organisational culture of learning and innovation; a sustainable revenue stream; and 
strong financial management. 
 
Nasruddin & Misaridin (2014) argue that while success factors for normal business 
operations, such as leadership, strategy, human resource, financial viability, 
organisational culture, governance, and performance measurements apply to social 
enterprises as well, these success factors should be viewed in context of the 
enterprise’s purpose. The alignment of social and economic goals of the enterprise, 
providing services to target population/market, and attracting the appropriate talent 
are daunting tasks. In the context of these challenges, key success factors are 
identified as innovation through governance, strategy, and human resource 
leadership. 
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Financial sustainability  
Financial management and sustainability of social enterprises is a recurring issue in 
relevant literature. The assumption is that the most successful social enterprises 
exhibit healthy financial and social returns – rather than high returns in one and 
lower returns in the other (Thompson & Doherty, 2006). 
 
With social enterprises often being dependant on funding arrangements that support 
the venture, a risk of failure becomes possible as soon as the funding stops. 
Reducing the dependence on institutional grant-makers by generating independent 
revenue streams is one of the success factors of a social enterprise. However, 
grants and similar types of flexible, risk-tolerant financing can contribute to the 
success of a social enterprise, particularly at the seed stage (Braunerhjelm & 
Hamilton ( 2012). 
 
Steinman (2010) argues that social enterprises experience similar difficulties as 
conventional business enterprises in obtaining finance, loans and investment. To 
successfully scale up, social enterprises need access to financing and a special 
dispensation. Where they could get some share equity for this purpose would help 
solve the problem.  
 
Martin (2015) holds that social enterprise are likely to succeed if they are funded in a 
manner compatible with their underlying business models and suggests that hybrid  
financing strategies – that combine both grants and different forms of investment 
capital -  enable organic growth of social enterprises and drive greater impact. 
The enterprise’s business model design and redesign can make or break it, as this 
determines the scale, scope, replicability, and ultimate impact of the entrepreneur’s 
activities. Regardless of how excellent the social impact theory may be, it must be 
supported by a strong business model in order to achieve success. The key is to 
recognise that on-going experimentation, refinement, and innovation is a necessary 
exercise in the world of social entrepreneurship (Dees & Clark, 2011). 
 
There has been a significant growth in venture philanthropy,  which provides a blend 
of development finance and support services to social enterprises, enabling them to 
magnify their reach and impact (John, 2006). Three pillars – financial, intellectual 
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and social capital - provide a framework that serves as a useful guide to venture 
philanthropy practice as seen in Fig 2.3 below.  
 
 
Figure 2.3 The primary characteristics or three pillars of venture philanthropy. 
(John, 2006) 
 
While it is seen by some as an attempt by venture capitalists to profit from the poor, 
if well executed venture philanthropy has the potential to contribute to the 
development of a more responsive and diverse capital offering for social 
entrepreneurs. Its focus on organisational capacity-building in social enterprises, 
matching suitable financing with strategic business-like advice, makes it a distinctive 
provider of capital (John, 2006). 
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Traits, motivation and qualities of the leader 
Urban (2008) highlights a positive link between social enterprise success and skills 
arguing that training and development for social enterprises should be mandatory, as 
this type of enterprise often requires particular competencies to enable it to add 
value. This is particularly important in SA, characterised by extreme social inequality, 
where social entrepreneurs have to look for the most efficient and effective methods 
of serving their social mandate. 
 
Looking beyond tangible inputs as financing and equipment, Nielsen & Carranza 
(2010) argue that key success factors are embedded in intangible resources, such 
as access to information; technical and managerial know-how; and education and 
training. The enterprise’s chances of success are greatly advanced if learning is an 
integral part of the organisational culture, because without knowledge of the 
management system, the enterprise is unlikely to achieve its full potential. They also 
argue that training and education programmes can provide the social enterprise with 
a strategic perspective on future market demand, management, and innovations that 
lead to internal efficiencies that enhance the value proposition of the enterprise. 
 
Leadership emerges as another key factor of success, as social entrepreneurs 
require understanding and practice of leadership for their organisation’s long-term 
success. While both technical and management skills are necessary to found and 
lead an organisation to success, it takes leadership skills with great clarity of mind 
and high awareness for complex realities to craft trailblazing strategies. This requires 
a mature personality who has to strike the right balance between showing pathways 
forward while empowering team members (Heineche et al., 2014). 
 
Orhei & Vinke (2012) argue that a key success factor is the person behind the 
venture who must possess a combination of talents as a road-opener, change agent 
and visionary – this is crucially so in the current business environment, which 
requires a professional with the ability to improvise. The authors believe that a real 
social entrepreneur is an embodiment of this type of a professional who is able to be 
both an operator in the business and social sectors. 
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A key success factor of a social enterprise is the personal inner motivation of the 
entrepreneur to run an existing enterprise or to start new business ventures in a 
socially responsible and sustainable way, and also take into account the long-term 
development prospects and outcomes (Raudeliūnienė, Tvaronavičienė, & Dzemyda, 
2014). 
 
Successful social entrepreneurs are not simply driven by the perception of a social 
need or by their compassion but by a vision to achieve improvement and a 
determination to make their vision work through persistence (Dees, 1998). 
 
The concept of empathy/compassion as it relates to the social entrepreneur and its 
contribution to the success of an enterprise. is dismissed by Arend (2013), who 
argues that it is a poorly distinguished concept because it is only a "borderline 
emotion" that can be short-lived and therefore cannot be deemed to contribute 
meaningfully to success. This is contradicted by Mort, Weerawardena, Carnegie, & 
Sullivan Mort (2003) who argue that socially entrepreneurial virtue is achieved by 
‘‘positive and morally good values such as love, integrity, honesty and empathy’’, 
and social entrepreneurs have to be conscious of and deliberately act upon those in 
their mission to create social value. 
 
Mair & Noboa (2005) propose the following indicators of social entrepreneurial 
intentions:  
 Empathy and moral judgment signifying social sentiments; 
 Self-motivation and action-oriented traits showing the degree of willpower; 
 Social capital representing the degree of support achieved by the social 
entrepreneur.  
 Prior experience and salient events demonstrating opportunity construction - 
the ability to recognise and act on an opportunity. 
The model of how social entrepreneurs develop the intention to create a social 
enterprise is illustrated in Figure 2.4 below. 
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Figure 2.4. The model for social entrepreneurial intentions. (Mair & Noboa, 
2005) 
 
Stakeholders and community involvement 
The relationship and ongoing communication between the social enterprise and the 
stakeholders in the community within which it operates, emerge as another key 
success factor. Successful social enterprises apply the model of value creation to 
their specific customers (Grassl, 2012).  
 
This view is supported and further advanced by Pervez, Maritz, & De Waal (2013), 
who argue that it is essential that value creation is for the entire chain of 
stakeholders, including customers and shareholders. This therefore requires that the 
enterprise should be deeply embedded within the community in which it operates to 
fully understand its needs, develop trust and a shared identity with the potential 
consumers in order to co-develop according to their needs, so that the value offered 
is perceived as a collaborative economic and social success.  
 
Elmes, Jiusto, Whiteman, Hersh, & Guthey (2012) posit that to be successful a social 
entrepreneur needs to have the ability to develop relationships and maintain 
channels of communication with members of various local networks in order to 
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innovate products and service that have value to people and to gain insight, support 
and resources.  
 
However, Kodzi (2014) argues while participation of stakeholders in the development 
of products and service of a social enterprise is important, hard evidence may not 
always be available at the time when it is sought. Under these conditions, positive 
signalling effects may be achieved through formalised structures and routines, and 
conforming to traditional measures, such as transparency and accountability.  
 
2.7. Social entrepreneurship in South Africa 
 
South Africa faces immense economic, political and social challenges, of which a 
key challenge is a stagnant economy, with the attendant problem of high and 
growing unemployment. This problem is especially evident among the youth, who 
frequently lack the experience, skills and training necessary to gain formal 
employment. 
 
In South Africa and across the globe, interest in social entrepreneurship has been 
steadily rising, with governments looking to social enterprises for innovative and 
efficient methods to remedy various social ills. Concurrently an increasing number of 
private investors are continuously searching for opportunities that will yield both 
social impact and returns (International Labour Organization, 2016). 
 
The Global Entrepreneurship and Development Institute (2017) argues that to 
strengthen potential entrepreneurship and innovation, South Africa does not need 
more entrepreneurs but creative and growth-oriented entrepreneurs motivated to 
thrive despite the challenging environment and scale-up by participating in the global 
economy.  
 
The National Development Plan (NDP), government’s blueprint to grow the 
economy, that aims to eliminate poverty and eliminate inequality, holds that a thriving 
economy will create additional opportunities for entrepreneurs and lead to the 
advancement of small businesses. According to the NDP small-and medium-sized 
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enterprises play and can continue to play an important role in employment creation. 
But beyond jobs, other positives include reducing levels of economic concentration, 
higher levels of competition, and increased opportunities for previously 
disadvantaged individuals. National Planning Commission (2011) 
 
The NDP further acknowledges that South Africa needs faster and more inclusive 
growth, and key elements required to achieve this include: raise exports; invest in 
education and skills development; lower costs of living; invest in infrastructure; 
reduce the regulatory burden on small businesses; boost private investment; and 
improve performance of the labour market to ease access for young, unskilled work 
seekers. 
 
It is widely acknowledged across the world that a key driver of economic growth is 
entrepreneurship, and South Africa is seen to be positioned uniquely in sub-Saharan 
Africa, with stronger supporting institutions than most countries on the continent.  
 
Mudaliar, Moynihans, & Bass (2016)  argue that while South Africa has made some 
progress on key development indicators and strong markets that most if not all 
countries in the Southern African region have, significant shortfalls remain in the 
provision of key goods and services, which creates opportunities for entrepreneurs to 
build enterprises that meet the needs of disadvantaged communities while also 
realizing financial returns. 
 
It is within this context that social entrepreneurship has the potential to be a 
significant contributor to South Africa’s economic growth. It can play a pivotal role in 
supporting the country’s development through job creation, stimulating culture and 
innovation, and economic and social mobility. However, the phenomenon of social 
entrepreneurship in the South African context has not been thoroughly researched 
and is therefore not well understood. 
 
The limited researched information on the characteristics of South Africa social 
entrepreneurs provides an opportunity to explore traits against the global discussion 
on the social “bricolage” entrepreneur and on the process of opportunity identification 
and development through effectuation (Corner & Ho, 2010). 
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Environment 
Rivera-Santos et al. (2015) identify four predominantly African contextual 
dimensions:  acute poverty, informality, colonial history and ethnic group identity, 
which influence the way social enterprises perceive their role and choice of activities.  
 
Karanda & Toledano (2012) argue that the social entrepreneurship phenomenon 
needs to be re-interpreted in the context of the discourses of a particular area, and 
that in a developing country; such as South Africa, it adds flexibility and a more local 
sense to the entrepreneur’s social missions. In South Africa, the practise of social 
entrepreneurship seems to be characterised by enterprises that seek to solve local 
social problems, using cooperative relationships among the members of 
communities and generating social value on a limited scale.  
 
Littlewood, D. and Holt (2015), in their examination of the influence of environment 
on social entrepreneurship, conclude that opportunities for South African social 
enterprises, and the nature of the social needs addressed by them, reflect the 
country’s socioeconomic context and institutional environment, which is 
characterised by low skill and education levels. Their research highlights the 
significance of environment on the process of social entrepreneurship. 
 
Institutional support 
According to Urban (2008) social entrepreneurs in South Africa can add value and 
meet the needs of communities, who have been failed by government efforts, in 
social redress through relevant interventions and partnerships. However, 
government has an important role to play in fostering a culture of social enterprise by 
raising awareness and providing resources to support social entrepreneurship. 
 
There is an increasing interest in and engagement with social entrepreneurship and 
innovation by various stakeholders in South Africa, as it is regarded as a mechanism 
for addressing complex, challenging and sustainable development problems - a 
trend that is in line with global trends and developments in the rest of Africa 
(Littlewood, D. and Holt, 2015). 
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South Africa is regarded as the powerhouse of impact investing – funding and 
financing advanced to social enterprises - in Southern Africa, as seen in the Global 
Impact Investing Network’s comprehensive map of the impact investing landscape in 
East, West and Southern Africa, which shows that South Africa is the single-largest 
market for impact capital in the region. SA accounts for close to three-quarters (74%) 
of all impact capital disbursed in the region amounting to $4.9 billion, excluding 
investments development finance institutions (Mudaliar et al., 2016). 
 
However, social enterprises in South Africa face similar obstacles to those faced by 
the broader small business sector, but these are compounded by a prevalent 
perception that social enterprises present high risk. Other hurdles include a lack of 
financial products and services tailored for their particular needs, and the lack of a 
formal legal structure for social enterprises (International Labour Organization, 
2016). 
 
In an assessment of funding and financing in South Africa, the Global Impact 
Investment Network concluded that investment features very early stage and seed 
capital space populated by angel investors in the form of high net worth individuals 
providing initial capital injection in exchange for equity, and grant-making 
foundations. In this space, a social entrepreneur will not struggle to find R1 million 
start-up funding. However, the challenge occurs when the enterprise is ready to 
scale and grow, when funding is not as easy to access (Mudaliar et al., 2016). 
 
South Africa has much still to do to create an enabling environment where social 
enterprises can thrive and contribute meaningfully to the economy. Steinman (2010) 
posits that impediments to support for social enterprises are compounded by the lack 
of a reliable database that identifies key role-players in the social entrepreneurial 
space. Creating an enabling environment requires commitment by government to 
change the relevant legislation and regulations, easier access to finance or funding, 
and capacity-building support through business development services. 
 
A unique characteristic of social enterprises in South Africa is that the majority have 
been founded or led by white persons with the majority of beneficiaries of social 
entrepreneurial activities being black people. This is due to the country’s history of 
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institutionalised racial inequality and separate development entrenched by apartheid. 
Nonetheless this racial profile of social entrepreneurs is not seen as an obstruction 
to the enabling environment for the creation of social enterprises (Steinman, 2010). 
 
The NDP proposes the following actions to support entrepreneurship and small 
business development, which also apply to social enterprises in South Africa: 
 Make government procurement opportunities more accessible to small 
businesses by streamlining tender processes with commitments to a 30-day 
payment contract. 
 Simplification of the regulatory environment including business registration, 
tax, labour and local government.  
 Collaboration by government and the private sector in constructing financial 
mechanisms for small, medium and micro enterprises. 
  Exploration of public-private partnership where the private sector is 
incentivised to provide small businesses with support. 
 Establishing training programmes run by entrepreneurs who have first-hand 
experience of the sector and provide skills development for high-school 
students with a focus on grooming an entrepreneurial attitude. 
 
2.8. Social enterprises in the education sector 
 
Social entrepreneurs participate in a wide range of activities that provide access to 
goods and services to communities that need them. These activities that satisfy 
fundamental human needs range from provision of basic goods such as agriculture, 
housing, water and sanitation to delivery of services that include education, energy, 
health and financial services (Martin, 2015). 
 
Universal access to products and services such as water, energy, health, and 
education has been defined as a core part of the principles of the UN Sustainable 
Development Goals (The World Bank Group, 2017), with provision of high-quality 
education, in particular, cited as a key factor in raising labour-force skills and 
promoting productivity growth.  
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The education sector in South Africa has and continues to face countless difficulties 
with the low skill and education level of many previously disadvantaged South 
Africans widely recognised as a key national development challenge. This presents 
opportunities for social entrepreneurs to pursue. 
 
In assessing types of social enterprise in South Africa, Urban (2015) found that 
education and training was the most prevalent type of activity in which social 
enterprise engaged, followed by community business and health. This finding 
reiterates the fact that education is one of the major challenges facing South Africa 
and is concerned with the development and improvement of its knowledge and skills 
base, particularly among disadvantaged and marginalised sectors, which comprises 
a significant proportion of the population.  
 
The previous racially-segregated education and training, which was a cornerstone of 
apartheid policy, led to massive inequalities that continue to plague education in 
South Africa, with schools and learning facilities in townships and rural areas being 
hopelessly inadequate when compared with traditionally white suburbia. Most black 
learners do not have access to computers, proper classroom facilities, and qualified 
teachers, a reality compounded with the high degree of illiteracy among the adult 
population. Some 30% of the adult population are considered to be functionally 
illiterate, with 90% of the illiterate being Black South Africans (Urban, 2015). 
 
As a result of this prevailing crisis in education and training, which has major 
implications for the country’s social growth and economic progress as well as its 
global competitiveness, social enterprises have responded by becoming engaged in 
activities focused on education and training to contribute to turning the situation 
around.  
 
Skills development and training is regarded as a key mechanism for addressing 
some of South Africa’s broader social challenges, which include economic exclusion, 
unemployment, crime, and HIV/AIDS and this is reflected by the number of social 
enterprise operating in the education sector (Littlewood, D. and Holt, 2015). 
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Mudaliar et al. (2016) identified sectors in South Africa that present extraordinary 
opportunities, generating both financial and social returns for investors supporting 
entrepreneurs. These include agro-processing, energy, supply chain integration, 
tourism and education as indicated in Figure 2.5 below. 
 
Figure 2.5: Sector opportunities by country.  (Mudaliar et al., 2016) 
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2.9. Conclusion 
 
Chapter Two has reviewed secondary literature sources relating to social 
entrepreneurship, seeking information as it pertains to: the success factors of 
social enterprises in the education sector in South Africa. 
 
Social entrepreneurship theory was discussed, highlighting various views expressed 
in literature. The concept of social entrepreneurship was further discussed with 
literature offering various definitions. The definition most applicable to this research 
describes a social entrepreneur as an individual that is able to recognise a social 
problem and uses entrepreneurial strategies to solve it by creating business ventures 
that lead to social change or impact.  
 
The characteristics of both the social enterprise and the entrepreneur behind it were 
also reviewed. Success factors of various enterprises were also reviewed with 
learning points taken from international and South African experiences of social 
entrepreneurship. 
 
The phenomenon of social entrepreneurship promises new solutions to existing and 
growing social problems. Social entrepreneurs are able to create this new, 
sustainable solution by developing value-networks with private, public and non-profit 
sectors, whereby blended value creation takes place, benefitting all. 
 
For the purpose of this research, social entrepreneurship is deemed to be a 
phenomenon that occurs at the intersection of for-profit, non-profit and non-
governmental organisations, not limited to any organisational format.  
 
Chapter Three describes the methodology employed to obtain primary research data 
to derive success factors of social enterprises in the education sector in South Africa. 
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CHAPTER 3 
3. RESEARCH METHODOLOGY 
 
3.1. Introduction 
 
Research is a deliberate and methodical examination that yields information to guide 
decisions and involves a process of planning, acquiring, analysing, and 
disseminating relevant data, information, and insights (Cooper & Schindler, 2014)  
 
Sekaran & Bougie (2010:2) state that “...research is a process of finding solutions to 
a problem through thorough study and the analysis of the situational factors”. The 
first step in any research process will be to identify where the problem exists or 
occurs in order to clearly and specifically identify what problems need to be studied 
and resolved (Sekaran and Bougie, 2010:2).  
 
According to Sekaran and Bougie (2010), organisations are continuously involved in 
some form of research, studying and analysing problems. The accessibility of 
researched information allows various types of organisations to make knowledgeable 
decisions.  
 
For this study, the qualitative research approach was undertaken. This approach 
includes a range of interpretivistic techniques which strive to describe and interpret 
certain naturally occurring phenomena in the social world. (Cooper & Schindler, 
2014) This technique was used at both the data collection and data analysis stages 
of this research project. 
 
This chapter introduces the interpretivistic research paradigm used in this study. The 
case for qualitative research discusses the methodology, approach and the ethical 
issues and ends with a conclusion. 
 
The primary objective of the study is to study the success factors of social 
enterprises in the education sector in South Africa in order to gain insight into 
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critical factors that distinguish ventures that are successful from those that 
are not. 
The study seeks to answer secondary research questions:  
 How does the social enterprise add social value (for the broader community 
within which it operates) and create economic value (for 
owners/shareholders)? 
 Are the character traits, empathy and personal motivation, of the 
entrepreneurial founder or leader key determinants of success of the venture? 
 Does access to and the availability of resources (funding/support) contribute 
to the success? 
 What role does the environment play in the success? 
 
3.2. Research paradigm  
 
In research, there are essentially two paradigms or approaches: Quantitative also 
referred to as positivism and qualitative also known as interpretivism. 
 
Selecting between quantitative and qualitative research methods is not determined 
by the preference of the researcher but by the research question. The main 
differences in both the philosophical foundation of and the methodological approach 
to the two paradigms are summarised in Table 1 (Marshall, 1996) 
 
Table 1. Comparison of quantitative and qualitative methods  
 Quantitative Qualitative 
Philosophical foundation 
 
Deductive, reductionist Inductive, holistic 
Aim To test pre-set hypothesis To explore complex 
human issues 
Position of researcher Detached and objective Part of the research 
process 
Assessing quality of 
outcomes 
Direct test of validity and 
reliability using statistics 
Indirect quality assurance 
methods of 
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trustworthiness 
Measures of utility of 
results 
Generalisability Transferability 
 
Creswell (2009) states that the quantitative approach is one in which the researcher 
uses cause and effect thinking, reduction to specific variables and hypotheses and 
questions, use of measurement and observation, and the test of theories. It employs 
tools such as experiments and surveys, and collects data on predetermined 
instruments that yield statistical data. On the other hand, a qualitative approach is 
one in which the researcher makes knowledge claims based on the multiple 
meanings of individual experiences, and meanings socially and historically 
constructed with an intention of developing a theory or pattern. It uses narratives, 
phenomenologies, ethnographies or case studies as tools of inquiry, and data 
collected is used to develop themes. 
 
Quantitative research methods were originally developed in the natural sciences to 
study natural phenomena. Qualitative research methods were developed in the 
social sciences to enable researchers to study social and cultural phenomena. 
 
The research paradigm selected for this study is the qualitative approach –
interpretivism. Interpretive researchers believe that the reality consists of people’s 
subjective experiences of the external world. Therefore, they may adopt an inter-
subjective epistemology and the ontological belief that reality is socially constructed 
(Maree, 2016). 
 
3.3. Case for qualitative research  
 
Qualitative research seeks to obtain an in-depth understanding of a situation and is 
ideal in the quest to extract feelings, emotions, motivations, perceptions or self-
described behaviour. This research draws data from a variety of sources, including 
the following: people; organisations or institutions; texts; settings and environments; 
objects and artefacts; and events and happenings (Cooper & Schindler, 2014) 
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This approach to research, Creswell (2009) argues, is exploratory and is useful when 
the researcher does not know the important variables to examine. It is often used 
when the research topic is new or has never been addressed with a certain sample 
or group of people, or existing theories do not apply with the particular sample or 
group under study. 
 
Key characteristics of this paradigm are observation and interpretation, where to 
observe, involve collecting information, and to interpret and make meaning of that 
information by drawing inferences.  
 
The interpretive paradigm focuses on understanding the world as it is from subjective 
experiences of individuals. This approach gives the research greater scope to 
address issues of influence and impact, and to ask questions such as ‘why’ and 
‘how’ in order to gain a deeper understanding. This is why this paradigm is the most 
useful in researching the topic at hand. 
 
Auriacombe & Mouton (2007) state that the major reason for qualitative research is 
to get an insider’s view of the reality or the phenomenon that is being studied, while 
quantitative research seeks to capture the social world through the eyes of the social 
actors themselves. Also qualitative field interviews are distinguished from surveys in 
that they involve a closer and deeper interaction between the researcher and 
respondent.  
 
While qualitative research requires a significant commitment from the researcher, it 
offers an opportunity to get in touch with the feelings, concerns, and needs of the 
business community that makes its undertaking important to business 
communication research (Tucker, Powell & Dale Meyer, 1995). 
3.4. Research approach  
 
Chapter Two details the initial starting point for this research, which was to examine 
the findings of existing literature on social entrepreneurship, enabling the researcher 
to follow the discussion surrounding characteristics and success factors of social 
entrepreneurship. 
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To derive primary data for this study, the approach used was phenomenology - the 
study of structures of consciousness as experienced from the first-person point of 
view. The central structure of an experience is its intentionality, its being directed 
toward something, as it is an experience of or about some object. An experience is 
directed toward an object by virtue of its content or meaning, which represents the 
object, together with appropriate enabling conditions. 
 
Creswell (2009) defines phenomenological research as a study in which the 
researcher identifies the "essence" of human experiences concerning a 
phenomenon, as described by research participants, and understanding the “lived 
experiences”. This marks phenomenology not only as a philosophy but also as a 
method.  
While phenomenology has been practiced for centuries, it came into its own in the 
early 20th century in the works of Husserl, Heidegger, Sartre, and Merleau-Ponty, 
among others. Prominent among phenomenological issues are intentionality, 
consciousness and a first-person perspective. 
 
Dahlberg (2006) argues that phenomenology shows that everything is experienced 
as something where it has its own style and an essence. Simply put, this is a 
phenomenon’s style; its way of being, and thus the essence cannot be separated 
from the phenomenon of which it is the essence.   
 
A key aspect of phenomenology is that by describing the world adequately, getting 
close to phenomena and being objective concerning particular situations, we are 
able to expand our knowledge beyond ethical theories and abstract principles (Kvale, 
1983). 
 
Data was collected through interviews with persons in the top leadership of certain 
social enterprises. From this data a composite description, consisting of what and 
how all the individuals experienced the phenomenon, was developed. 
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3.4.1. Sampling design 
 
As it is rarely practical, efficient or ethical to study whole populations, choosing a 
sample is an important step in any research project. All quantitative sampling 
approaches aim to draw a representative sample from the population, so that the 
results of study can then be generalized back to the population. There are three 
broad types of naturalistic sampling techniques - convenience, judgement and 
theoretical sampling - with considerable overlap between them. Deciding on an 
appropriate method depends upon the aim of the study  (Marshall, 1996). 
 
For this study the population consisted of the top leadership of social enterprises in 
the education sector in South Africa. The approach used was judgement sampling, 
which is regarded as “purposive sampling in which the researcher arbitrarily selects 
sample units to conform to some criterion” (Cooper & Schindler, 2014:659). 
Judgement sampling is the most common sampling technique, with the researcher 
actively selecting the most productive sample to answer the research question 
(Marshall, 1996). 
 
The sample consisted of FIVE individuals that founded and lead social enterprises in 
the education sector in South Africa that are perceived by their institutional 
supporters to be successful.  
 
The individuals were requested to participate in one-on-one interviews that were 
scheduled at time and place convenient for them. Each individual depth interview 
generally took approximately two hours to complete. The interviews were semi-
structured, starting with a few specific questions and then following the individual’s 
tangents of thought with further probing by the interviewer. 
 
3.4.2. Primary data collection  
 
The data collection method used was individual interviews – primarily consisted of an 
interaction between the researcher and a single participant. A key consideration to 
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that was noted with this data collection method was the lengthy amount of time 
required, in both conducting interviews and evaluating the response.  
 
According to Weiss (2014) the most effective interviews rely on building and 
fostering cooperation - an open and trusting alliance between interviewer and 
respondent, committed to an honest account of events as experienced by the 
respondent. 
 
Qualitative research can be distinguished from other forms of research, such as 
surveys, by the fact that it involves interviewing people in their setting – an act that 
characterises a closer and deeper interaction between the researcher and 
respondent (Auriacombe & Mouton, 2007). 
 
It is important that participants in individual interviews are chosen not because their 
opinions are representative of the dominant opinion but because their experiences 
and attitudes will reflect the full scope of the issue under study. Respondent should 
also be articulate in order to provide the researcher with rich, detailed responses 
(Cooper & Schindler, 2014). 
 
For this study participants were provided with advance questionnaire materials via 
email. Participants were not chosen because their opinions are representative of the 
dominant opinion but because their experiences and attitudes reflect the full scope of 
the phenomenon being studied.  
 
The interviews were audio recorded (using a recorder) and transcribed to provide the 
rich detail for which the methodology is used. Some of the information collected from 
the respondents was then substantiated with secondary sources. Follow up was 
done with the respondents pertaining to clarity on some issues. 
 
  
 41 
 
3.4.3. The questionnaire   
 
The questionnaire used in the interview was developed based on key themes that 
emerged for the literature review on social entrepreneurship. Open ended questions 
were presented leaving the respondent to decide the response and length of the 
answer. 
 
The questions were related to the various aspects of social entrepreneurship 
including: characteristics of the social entrepreneur and the enterprise; culture of the 
enterprise; financial sustainability; social entrepreneurship environment in South 
Africa; for-profit versus non-profit; involvement of various stakeholders; value 
proposition of the enterprise; and impact of social environment on growth prospects. 
The questionnaire was e-mailed to the respondents prior to the interview. 
The interview guide appears in Annexure 1. 
 
3.4.4. Data analysis  
 
For this study, content analysis was used to analyse the data. Content analysis is a 
widely used technique in qualitative research and offers researchers a flexible, 
pragmatic method for developing and extending knowledge of the human experience 
(Shannon, 2005). 
 
Open-ended questions are very difficult to code, as answers are not prepared in 
advance, but they do encourage disclosure of complete information. The most 
systematic method for analysing open-ended questions is content analysis, which 
uses preselected sampling units to produce frequency counts and other insights into 
data patterns by using computer software. 
 
According to Cooper & Schindler (2014:385) content analysis can be defined as “a 
research technique for the objective, systematic, and quantitative description of the 
manifest content of a communication.”   
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Content analysis deploys a systematic process for coding and drawing inferences 
from texts, starting by selecting the data that will be analysed. In written or verbal 
texts, data units can be categorised into four distinct types: syntactical, referential, 
propositional, or thematic. Each type can be used as the basis for coding texts into 
mutually exclusive categories in the search for meaning. 
 
While the analytical use of content analysis is influenced by decisions made prior to 
data collection, content analysis itself guards against selective perception of the 
content, provides for the rigorous application of reliability and validity criteria (Cooper 
& Schindler, 2014).  
 
Shannon (2005) states that the three methods to content analysis are the 
conventional, directed, and summative, as seen in Table 2. All three can be used to 
deduce meaning from the content of text data, and hence adhere to the naturalistic 
paradigm. The major differences between the approaches are coding schemes, 
origins of codes, and threats to trustworthiness. With conventional content analysis, 
coding categories are derived directly from the text data, while the directed approach 
analysis starts with a theory or relevant research findings as guidance for initial 
codes. The summative method involves counting and comparisons, usually of 
keywords or content, which is then followed by interpretation of underlying context. 
 
Table 2: Differences in three approaches to content analysis  
Type of Content 
Analysis 
Study Starts With 
 
Timing of 
Defining 
Source of codes 
or keywords 
Conventional 
content analysis 
Observation Codes are defined 
during data 
analysis 
Codes are derived 
from data 
 
Directed content 
analysis 
 
Theory 
 
Codes are defined 
be- fore and during 
data analysis 
Codes are derived 
from theory or 
relevant research 
findings 
Summative content 
analysis 
Keywords 
 
Keywords are 
identified before 
Keywords are 
derived from 
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and during data 
analysis 
interest of 
researchers or 
review of literature 
 
3.4.5. Reporting - synthesis 
 
The findings distil the essence of the experience of participants of critical success 
factors of their social enterprises. The reporting consists of a summary and a 
discussion of the findings.  
 
Summary: The findings have been arranged according to themes and topics and 
draw out key issues being discussed by participants. The aim was to be faithful to 
the participants and check for biases being brought to the inevitable editing. The 
process of summarising involved some interpretation and conjecture in deciding 
what to select and how to express and order it, but its main role was to describe 
rather than explain. It includes direct quotes to illustrate points. 
 
Discussion: This includes making interpretations and linkages relating to the findings 
to previous research or commentary, to personal experience, even common-sense 
opinions, and developing tentative theories. Informed speculation can be included 
here, provided it is clear what findings are being discussed and what assertions and 
assumptions are being made. According to (Dahlberg, 2006) phenomena are best 
appreciated as essences. An essence is best understood as a structure of essential 
meanings that explains a phenomenon of interest and exposes characteristics of the 
phenomenon. 
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3.5. Ethical Issues 
 
Cooper & Schindler (2014) hold that ethics are norms or standards of behaviour that 
guide how we behave towards other people and that the aim of ethics in research is 
to ensure that no one is harmed as a result of research activities. 
 
In research, ethics refers to specific or expected standards of behaviour or conduct 
during the process of undertaking particular research (Sekaran & Bougie, 2010).  
 
Kvale (1983) argues that the researcher must be proficient in challenging ethical 
reality by mastering the art of “thick ethical description” – a term used to describe the 
ability to see events in their value-laden contexts and evaluate accordingly. 
 
Ethical conduct is applicable to any organisation, sponsors of the research, 
researchers undertaking the research as well as respondents providing the required 
data (Sekaran & Bougie, 2010). 
 
In terms of the ethical protocol observed in this study, participants were informed in 
advance of any potential benefits, risks, inconvenience or obligations associated with 
the research that may have influence their willingness to participate and the purpose 
and content of the research was declared openly and honestly to participants, and all 
interviews were conducted in a professional manner at all times. 
 
In order to ensure that this study was conducted in an ethical manner, specific 
actions were attended to. The Nelson Mandela University’s ethical clearance 
process as detailed in the FORM E document (Annexure 3) of the Faculty of 
Business and Economic Sciences, assesses whether: 
  
i) confidentiality and anonymity of the respondents are guaranteed, 
ii) the respondents are from a vulnerable group (elderly people, school 
learners, tertiary students, medical patients, and so on), and 
iii) special permission needs to be obtained in order to protect the human 
rights of vulnerable groups of people. 
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Furthermore, a covering letter was attached to the questionnaire (Annexure 1) 
addressing the aim of the study as well as issues of consent. The covering letter 
provided an explanation in terms of: 
 
a) that the confidentiality and anonymity of the respondent is guaranteed, 
b) that respondent’s participation is totally voluntary, 
c) that the respondent can withdraw from the study at any time, and 
d) that the respondents’ participation in the interview indicates verbal consent. 
 
3.6. Conclusion 
 
This chapter addressed the research methodology and design applied in this study. 
It identified the primary objective with secondary questions to solve the research 
problem. The research paradigm selected for the study was explained in detail while 
the argument for qualitative research instead quantitative research was made as it 
pertains to the research question. Phenomenology, the research approach used in 
this study, was explained. 
 
For this study, the data was collected by conducting interviews with founders or 
leaders of social enterprises in the education sector in South Africa. The sample 
consisted of FIVE individuals that founded and/or lead social enterprises in the 
education sector in South Africa that are perceived by institutional supporters to be 
successful.  
 
Chapter Four consists of a summary and discussion of the findings.  
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CHAPTER 4 
4. DATA ANALYSIS  
4.1. Introduction  
 
This chapter presents findings and analyses regarding the qualitative research 
questions. Data was collected through interviews with persons in the top leadership 
of the sampled social enterprises. From this data a composite description, consisting 
of what and how all the individuals experienced the phenomenon, was developed. 
 
In this study the data was collected by conducting interviews with founders or 
leaders of social enterprises in the education sector in South Africa. The sample 
consisted of FIVE individuals who founded and/or lead social enterprises in the 
education sector in South Africa. For this study social entrepreneurship is deemed to 
be a phenomenon that occurs at the intersection of for-profit, non-profit and non-
governmental organisations, and not limited to any single organisational format. 
 
The research instruments that correlate with literature covered in Chapter Two in the 
form of a questionnaire drawn up to guide the interview are found in Appendix 1. 
Transcripts of responses from interviewees are found in Appendix 2.  
 
The findings have been arranged according to themes and topics and draw out key 
issues being discussed by participants. The aim was to be faithful to the participants 
and check for biases being brought to the inevitable editing. The process of 
summarising involved some interpretation and conjecture in deciding what to select 
and how to express and order it, but its main role was to describe rather than 
explain. It includes direct quotes to illustrate points. 
 
The discussion of the findings includes making interpretations and linkages relating 
the findings to previous research or commentary, to personal experience or even to 
common-sense opinions, and developing tentative theories.   
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4.2. Findings by themes or topics 
4.2.1. Environmental and organisational factors  
 
The socio-political environment in which the enterprise was founded 
All FIVE respondents stated categorically that their organisations were founded in, 
and possibly due to, a social-political climate that was adversely impacting on the 
quality of education.  
 
Respondent one stated that the organisation was birthed out of a need to create 
alternative spaces for education outside of what has become a dysfunctional public 
education system.  
 
Respondent two affirmed that the divide between the haves and the have nots in the 
education sector is extensive, even more so with the advent of technology and that 
those who have access to technology will be at an advantage to basically sharpen 
their knowledge and skills about how it is used and those who don’t will lag behind. 
Private education has fully adopted technology while the public education sector has 
been slow, but they had to find a way of reaching learners in the public schools with 
limited resources by developing a sustainable model that provides access to the 
appropriate technology.  
 
Respondent three indicated that their enterprise was formed to address a challenge 
of learners in poor communities who walk to school in unsafe circumstances, lack 
electricity, which hinders children from doing their homework, and the widespread 
pollution of mostly plastic bags, with the government doing very little about it.  
 
Respondent four maintained that while much had been done by government in 
providing access to basic education, especially for people who did not have access 
pre-1994, equity remained a big issue, as there were still major gaps between rich 
schools and poor schools. The main issues were the quality of education and low 
outcomes compared to other countries, including SADC countries, despite the 
amount that the country spends in education, which is quite high in international 
terms, when comparing SA with OECD countries or developing countries.  
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For respondent five the socio-political climate was quite precarious and fraught with 
a lack of social cohesion, high unemployment and just a general sense of nihilism 
from people about the future for their children. 
 
Reason for founding the enterprise 
While the respondents proffered individual reasons for the founding of each of their 
enterprises, a holding theme that emerged from all five respondents was the need to 
address various glaring gaps in the education system. 
 
Respondent one stated that the organisation was founded to promote literacy among 
children through the promotion of story-telling and reading of books written in the 
mother tongue based on the belief that mother tongue use improves learning and 
was not being prioritised in the education system. 
 
Respondent two founded their organisation on having identified a need for 
technology-driven provision of learning, including content and teaching tools, in the 
belief that this would make learning and teaching visible and transparent by 
providing rich data on student engagement with textbooks, multimedia content and 
assessments. This technology-focus was not currently a priority for the education 
sector, especially poorly-resourced public schools, but should be in order for SA to 
be prepared for the future.  
 
The main reason for founding the enterprise according to respondent three was to 
enable learners in poor communities to thrive even with limited resources by 
producing and providing bags made from recycled plastics to secure books with a 
solar lantern that can be used to study at night instead of using kerosene lamps, 
which are not safe. The bags also have reflective material, making the children more 
visible at the side of the road when walking to and from school, minimising possible 
road accidents.  
 
For respondent four the key reason was the realisation the education system fell 
woefully short in preparing learners for the fourth industrial revolution that was 
currently underway and that South Africa needed to adopt 21st century learning 
skills, which was really important. 
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The enterprise was founded as a challenge that Africans should be active participant 
in social change by investing in education and be aware of the extent to which the 
education system is underperforming in poor communities, was a key reason 
identified by respondent five. The enterprise was founded not just to address that but 
to create the most innovative, dynamic version of a school and create a new vision of 
what is possible in the South Africa education system in order to challenge the 
existing paradigm. 
 
Legal/Regulatory environment when starting the organisation 
The respondents had different experiences of the legal and regulatory environment 
when they founded their enterprises. The general theme that emerges is that 
enterprises that specifically operated schools as their model or part of, TWO of the 
FIVE surveyed, were subjected to very strenuous conditions and regulatory hurdles. 
However, those that focus on peripheral services or products in education did not 
experience any challenges besides the usual registration requirement for any 
organisation seeking the status of a legal entity.  
 
Respondent one noted that the enterprise was registered initially as a non-profit 
organisation and subsequently as a trust. 
 
There were no regulatory hurdles experienced when founding the enterprise, 
according to respondent two who stated that the organisation followed the normal 
processes of registering as a private company  
 
Respondent three also stated that the enterprise went through the normal process of 
registering a private company but had to patent their concept before proceeding with 
production. 
 
For respondents four and five the experience was far more challenging as operators 
of schools. Respondent four explained that the education space was highly regulated 
and requires compliance with all sorts of national, provincial, and local government 
regulations. This required significant investment as it increases the cost of doing 
business However, it is important because it ensures the maintenance of standards. 
Respondent 5 stated that registering a school was unbelievably difficult, expensive 
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and not very transparent as the stakes were extremely high, especially when you are 
not well-funded. It presents significant risks, including personal liability, for small 
operators, as you have to have everything ready a year before accreditation. A great 
deal could be improved to make the registration process less onerous. 
 
Culture of the organisation 
All FIVE respondents regarded organisational culture as a key contributor to well-
functioning and successful enterprises. 
Respondent one indicated that culture was so important to the organisation that a 
manifesto was developed to entrench a culture that emphasises trust, participation 
and joy, and this has helped to create a relaxed, fun atmosphere, even though there 
were subtle undercurrents of tension as the organisation has grown. 
With respondent two this was described as a culture of learning and innovation 
where innovation and new ideas at all levels of the organisation are recognised and 
celebrated with the appreciation of diversity of people and thoughts. 
For respondent three the culture of the enterprise was always one of learning 
through experimenting, research and development as they regarded knowledge as 
important. 
 
According to respondent four the enterprise was very deliberate about creating a 
particular culture where smart, diverse, driven, performance orientated people with a 
common vision can be enabled to thrive.  
 
Similarly respondent five identified the constant focus to build an exceptional culture 
that centres seeking excellence by employing and developing brilliant people, 
alignment of mission and vision, and innovation so they push very far on what is 
possible in the education sector. 
 
Learning as an integral part of the organisational culture 
Learning is also regarded by all FIVE respondents as being an integral part of their 
culture. 
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A significant investment into skills development was made by the enterprise, 
according to respondent one, to encourage learning and growth among staff to 
enable new ideas and different approaches to the work of the organisation 
For respondent two learning and innovation were key to the success of the 
enterprise as they constantly have to be developing new ways of proving e-learning 
solutions and, being in the technology space, continuous learning was not optional. 
 
Respondent three stated that learning was a key part of the organisational culture 
that was cultivated and was actively encouraged staff to be creative and to interact 
with other more experienced and skilled people to learn. 
 
According to responded four a key performance indicators for staff was being able to 
show that they have learnt something new at the end of a performance year – which 
was incentivised and supported. This was done to encourage learning and exposure 
to new things, new ideas and drive innovation. 
 
Respondent five explained that a culture of learning was fostered through 
professional development and supporting staff by introducing them to the most 
modern concepts of pedagogical thinking and pushing them to apply these concepts. 
 
Decision-making process 
Most respondents indicated that the decision-making process in their organisation 
was fairly consultative, despite being mostly initiated at the executive management 
level and cascading to the rest of the staff. One notable difference is that for one 
respondent the decision-making process involves consultation with non-staff and 
includes advisors and members of the board. 
 
Respondent one stated that the decision-making process was currently under review 
as the organisation was streamlining its leadership structure.  
 
According to respondent two decisions that involve the vision and positioning of the 
enterprise are made by partners/owners, but staff are consulted to get early buy-in 
from them and to ensure understanding of the philosophy behind the decision. 
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For respondent three the approach to decision making is consultative with the 
partners/owners briefing the team on key issues and the rationale then seeking input 
from staff. Similarly, seeking buy-in from the staff on matters that may affect work 
and productivity. 
Respondent four stated that key strategic issues that need to be considered are 
raised with staff to interrogate and debate a process that the enterprise has found to 
be enriching to the outcome. This process enables staff to buy into the decision and 
own it, resulting in effortless execution. 
 
The decision making process is fairly collaborative, according to respondent 5, with 
major strategic decisions made through discussion between the management team 
in terms of options that are available for and those checked with advisors and the 
board. 
 
Personal involvement of the founder in the enterprise 
With exception of one founder, who is deceased, all founders are personally involved 
and heavily invested in the enterprises that they founded. It should however be noted 
that the deceased was passionately and actively involved in the running of the 
enterprise.  
 
Respondent one stated that the founder was personally involved in the organisation 
until he died.  
Respondent two indicated personal involvement in the enterprise as they were 
passionate about providing education solutions that enable children to learn using 
interactive tools 
 
Respondent three was involved in the enterprise largely due an entrepreneurial 
family background where they learnt to be hands on. Also, quality management is an 
important issue for this respondent, so a key part of the role was to focus on the 
quality of output.  
 
In the case of respondent four the involvement in the enterprise was largely driven 
by the belief that to create something new – creating a model – required not only 
investment of personal funds but direct involvement to shape the vision and output.  
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Respondent five stated that while being directly involved in the enterprise, the key 
focus was on relationship building and strategy with less involvement in the day-to-
day running.  
 
Staff commitment and motivation 
All FIVE respondents noted that the staff in their organisations were committed and 
motivated through various efforts in each enterprise in place to ensure this, as this 
issue was critical to the enterprise’s ability to render services and produce products. 
Staff commitment was generally driven by the overall organisational vision and 
mission  
 
According to respondent one working with children in poor communities was very 
hard with staff becoming emotionally attached to their work and this fuels passion, 
commitment and motivation for the work due to its nature. Also, what they do is fun 
and contagious. 
 
For respondent two their staff of young software engineers loves the space to 
develop applications and digitise the content. They are also exposed to new ideas 
and concepts on a regular basis, so they are constantly on a learning curve and 
developing new things that keep them motivated.  
 
Respondent three stated that staff were committed and motivated because of the 
ultimate cause of what the organisation was doing, because it was not just about 
making bags. Knowing that they were contributing to a greater good as individuals 
was a motivating factor. 
 
Respondent four indicated that it was easy to motivate staff when they feel that they 
have a stake and that their views matter and are making a difference. Staff was 
motivated by the vision of the organisation. 
 
Several factors contributed to the commitment and motivation of staff, according to 
respondent five, including the opportunity of employment, as most were not 
employed prior to working at the enterprise, which built a lot of trust. Other factors 
include investment in staff through professional development and cultivating interests 
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and a natural degree of passion that is related to the mission and vision of the 
organisation. 
 
Recruitment practices and how these affect implementation of strategy 
All five respondents indicated that recruitment practices played a key role in the 
implementation of the enterprise’s strategy and most sought to recruit staff that 
would be the right fit and are able to work towards delivering output that is aligned 
with the goals of the organisation 
 
Respondent one indicated that due to the unique nature of its literacy programme, 
most recruits learn on the job - the model was easy to learn and this enables the 
organisation to scale quickly, and that is part of their winning formula. 
Recruiting young IT developers and support staff that are passionate about 
education and technology is important, according to respondent two.  
 
For respondent three they specifically sought to employ staff from the broader 
community from which they operate. In recruiting, people hired were considered 
based on whether they were the right fit, so efforts were made to determine whether 
the person would blend in well with the team. 
 
According to respondent four, recruitment of staff was very instrumental in the 
implementation of strategy, indicating that the process is extremely rigorous, as they 
want to represent excellence. 
 
Recruitment of staff is a key consideration of the enterprise. Respondent 5 stated 
that while initially it was a bit of trial and error, the process was fine-tuned with a 
pipeline developed to ensure that qualified and skilled staff were hired.  
 
Importance of innovation to the enterprise 
Innovation was cited by all FIVE respondents as important to the enterprise in 
varying degrees, with one respondent stating that the enterprise considered 
innovation so important that they have designated a senior person to drive it. One 
respondent cited the need to do more. 
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Respondent one stated that innovation was important to the enterprise as it 
continues to scale and reach new spaces. The importance of innovation is 
demonstrated by assignment of a designated person as head of innovation, tasked 
with finding new ways to achieve organisational objectives and driven by what they 
have identified as a window of opportunity, which needs to be fully explored before 
that opportunity closes. 
 
For respondent two, innovation was also important in order to stay ahead, especially 
in the technology space and to seek ways to be at the cutting edge by having 
research and development capabilities. However, he thought that they have not done 
as much as they should. 
 
Innovation for respondent three was also important to continue serving and 
developing new products, in line with respondent four who stated that innovation was 
very important to the organisation in terms of operations and provision of services. 
Respondent five indicated that the enterprise operates as a sort of laboratory where 
they uncover a lot of interesting innovations – in terms of understanding what works 
or is effective - which feed into the development of the model and plans for 
expansion. 
 
Future growth plans 
All FIVE respondents indicated that their enterprises were growing or had plans for 
growth that was mainly driven by demand for the products and services that they 
provide. However, one respondent cited the importance of perfecting their model 
before embarking on a significant growth path, while another pointed out the 
unexpected effects of sudden demand and the need to manage it.   
 
As stated by respondent one, while demand is there for literacy programmes, 
determining the ability to scale is funding and support. Collaborations with major 
partners/stakeholders on a large scale are the main contributors to growth, and so is 
access to funding opportunities that allow the enterprise to expand literacy 
awareness campaigns. 
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For respondent two the main driver is demand for enhanced education content that 
can be distributed efficiently to learners. With over 28 000 schools in South Africa, 
the enterprise was aiming to capture 25% of that market. 
Similarly, respondent three stated that demand was driving growth, with orders for 
bags getting unexpectedly larger over a short period of time, which presented a 
challenge for the enterprise. However, they found a way to manage the demand and 
not scale too quickly. 
 
The need for carefully managed and controlled growth was also cited by respondent 
four who indicated that the enterprise was implementing many new ideas and 
perfecting their model, and chose to be extremely deliberate about managing growth 
and not running ahead of itself.  While there was a lot of demand for independent 
schools, a fact that could be pursued, the preference was to keep and maintain the 
integrity of the model.  
 
For respondent five the main driver of growth was demand for quality education. 
However, the initial setup cost for schools in South Africa is very significant and 
funding is also a challenge. The plan in the medium term was to grow the number of 
schools to create a network of excellence and centralise the management across all 
schools.  
4.2.2. Financial factors  
 
Primary source of funding at start-up 
TWO of the respondents indicated that the primary funding during the start-up phase 
was personal funds while TWO respondents utilise access funding in the form of 
small donations from close associates. Only ONE respondent cited donor funding 
from an institutional grant maker or donor. 
 
Respondent one stated that funding in small contributions from various well-wishers, 
while respondent five stated that initial support was provided by an individual donor 
with subsequent funds donated through crowdfunding from friends and family and 
random companies. 
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For respondents two and four the start-up phase was self-funded. Respondent three 
sourced donor funding from an institutional donor through an entrepreneurial 
competition, which was sufficient for initial operations. 
 
Access to start-up funding  
Access to start-up funding was easy for the TWO enterprises that were self-funded. 
The THREE that sought donor (individual and/or institutional) funding experienced 
distinctly different responses, with two respondents describing the experience as 
easy and one respondent describing the experience as very difficult. 
 
Respondent one stated that it was easy to source funding largely due to the high 
profile of the founder and access to networks. Likewise respondent three found it 
easy to access funding from an institutional donor, which opened opportunities to 
other funding from elsewhere. 
 
Respondent two indicated that no external funds were sourced, as the three partners 
made individual investments in the business, which was easy to acquire and was 
repaid through a loan account. This is similar to respondent four who also described 
the sourcing of funding as easy having access to personal funds required to get 
started. 
 
According to respondent five sourcing funds from donors was very difficult in the 
early stages. However, they started securing more grants as from the second year of 
operations. 
 
For-profit versus non-profit status  
THREE of the FIVE respondents described their social enterprises as for-profit 
organisations while two labelled their organisations as non-profit.  
According to respondent one the non-profit designation of the organisation was due 
to the desire of the founder, who was selfless and wanted to plough any profits back 
into the community and not intentionally generate profits. Similarly respondent five 
explained that the non-profit status was sought because the enterprise wanted to do 
impact work with communities where there wasn’t a clear (profitability) paradigm 
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For respondent two, being for-profit was based on a strategy to fully commercialise 
their products while serving a social need.  
Both respondent three and four stated that the for-profit status was specifically 
chosen to ensure the sustainability of the enterprises. The concern was that the 
NPO/NPC status would restrict that. 
 
Donor funding 
THREE of the FIVE respondents (one, three and five) indicated that they sought and 
received donor funding. Respondent two (self-funded) specified that the enterprise 
sought donor funding at some stage but was not granted funding, while respondent 
five stated that the enterprise had never sought or received donor funding. 
Respondent five explained that while the enterprise sought and received donor 
funding there was a persistent problem finding funders to invest as the non-profit 
funding sector, which in South Africa was ‘scattered’, making it difficult to build long-
term, strategic relationships in contrast to the USA, where an organisation can be 
funded for decades to test concepts and ideas. 
 
Main sources of income 
THREE of the five respondents who sought and received donor funding, indicated 
that these funds were their main source of income, while respondent one and two 
stated that additional income was derived in the form of corporate sponsorships. 
.Respondent five indicated that additional incomes sources included government 
subsidies and fees from customers.   
For respondent two and four income was sourced from fees generated from services 
and products  
 
Financial health of the enterprise 
All FIVE respondents regarded their organisations to be in good financial health for 
various reasons.  
Respondent one indicated that the organisation was well supported and funded, 
while respondent two stated that the enterprise was in good financial health, as they 
were regularly signing on new clients.  
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For respondent three the enterprise was well financed through donor funding. 
However sponsorship through corporate social investment (CSI) programmes was 
inconsistent. 
Respondent four stated that while the enterprise was in good financial health, the 
strategy was not pursuing bottom line returns in the short term and that with the 
luxury of having sufficient funding, the key objective was to embed their model as 
running schools was a capital intensive exercise.  
According to respondent five, financial health was good, having secured full funding 
for the following financial year, with ongoing commitment from several donors.  
 
Main markets served by the enterprises 
THREE of the FIVE enterprise listed poor communities as the main markets that 
their enterprises served.   
Respondent one stated that the enterprise served children in poor communities 
working through schools, churches and other NGOs. 
Respondent two listed the main markets as schools, public and private, at basic 
education level and institutions of higher learning including TVET colleges.  
For respondent three the main market served was schools in poor communities with 
corporates - through CSI programmes - as the main customers, but school children 
as beneficiaries 
Respondent four stated that the main market was working within lower middle class 
communities, while respondent five indicated their main market as poor communities 
in urban areas. 
 
Business environments within which they operate 
All FIVE respondents described the business environment in which they operated as 
tough, difficult or challenging for different reasons. 
The business environment was described by respondent one as very challenging, 
with the constant balance of managing resources while rolling out work in 
communities. 
 
Respondent two highlighted the business environment as tough, requiring long lead 
times with a lot of investment going into business development, with demonstrations 
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to key decision-makers. Also challenging was negotiations with publishers of text 
books around copyright issues and manufacturers of devices (tablets). 
Respondent three described the business environment as cutthroat dealing with very 
tough suppliers of recycled plastic and competing for supply of material, as there 
was high demand from several industries.  
For respondents four and five, the business environment is tough with high 
competition, but there are gaps that the enterprises were exploiting. 
 
Competition 
FOUR of the FIVE respondents indicated that they had competition in terms of the 
products and services they provided, with only one responded stating that they were 
not aware of any direct competitor. 
Respondent one stated that the enterprise’s niche focus has contributed to not 
having competitors in this space because it is seen as very esoteric, and often 
organisations want to do tangible things that they can easily quantify.  
Respondent two indicated that when starting the enterprise there were not many 
competitors but there were now multiple players in that space, with the competition 
mainly coming from text book publishers. Respondent three was in agreement that in 
the early stages the enterprise did not have direct competitors, but that the publicity 
generated by their products appears to have sparked off interest from several other 
producers who are now manufacturing similar products 
Respondent four and five have active competitor, but for both enterprises the 
strategy is to differentiate their products and services 
 
Shareholders 
TWO of the FIVE respondents (one and five) indicated that as non-profits there were 
no shareholders in the enterprises, while THREE respondents (two, three and four) 
stated that the enterprises had shareholders - interestingly the shareholding was 
allocated between two partners in each enterprise. 
 
Governance and reporting  
All FIVE respondents indicated that governance was important to their enterprises, 
and financial reporting was practiced regularly. However only THREE of the five 
specified that there was a board of directors or trustees in place. 
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Respondent one stated that financial management reports were generated for 
executive leadership, with annual financial statements generated for board approval. 
Respondent two and three indicated that the enterprises followed normal processes 
in financial accounts produced and presented to the partners for sign-off.  
According to respondent four, the enterprise had a disciplined governance process 
with management meetings, board meetings, monthly management accounts and 
budgets. 
For respondent five the process involved monthly management accounts reviewed 
by the management team. Budget reports are sent to funders while annual financial 
statements are audited and reviewed by the board, which also reviews quarterly 
budgets. 
4.2.3. Leadership factors 
 
Leadership style 
All respondents highlighted a leadership style that can be categorised as 
consultative, where the approach was to initiate change, inspire people and connect 
with supporters. Respondent one stated that the leadership style is a hybrid style 
with a strong attempt at being consultative while respondent two indicated that 
consultative leadership was important because they needed to create space for 
people to be creative and that there was a need to be able to lead and be led. 
 
For respondent three the leadership style was very democratic and diplomatic, with 
strong listening skills and to be inclusive in decision-making.  
For respondents four and five the leadership approach was to create a conducive 
environment for smart people to be trusted and left to work voluntarily and 
enthusiastically towards the organisational goal. 
 
Leadership’s strengths and weaknesses 
Respondent one indicated that key strengths included being consultative and 
responsive, and seeing things through is important. So was being dynamic, flexible. 
Respondent two regarded a key strength as the ability to work with people and 
inspire them towards a common goal, driving them to be passionate about what they 
do, and be able to take risks. 
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Respondent three highlighted that being very firm about the desired outcome can be 
seen as a strength, as was being hands on and uncompromising regarding quality. 
Respondent four stated that the concept of weakness did not resonate, as this was 
never an area of focus, and regarded relentless hard work as a key strength: “All I 
know is that I just work bloody hard, harder than most people and I learnt this when I 
was in high school because I was not the smartest person in the class. I learnt in my 
younger years that to get the same mark as the clever people in the class I would 
have to work maybe two times harder and therefore leading by example – walking 
the talk.”  
Respondent five indicated a key strength as high level strategic thinking and driving 
the vision with a weakness of not being good at interpersonal relations. 
 
Skills and expertise important for effective leadership 
All respondents regarded having skills and expertise in the enterprise as important to 
leading effectively. Respondent one stated that much effort was placed into 
identifying the necessary skill set required to lead the organisation and ensure that 
the enterprise operated optimally. For respondent two, having the right mix of skill 
and expertise at leadership level to marshal the organisation towards a specific 
mission was very important and the partners brought together a great deal of that 
with expertise in IT, telecommunications and education.  
 
For respondent three the key element was having developed entrepreneurial 
intention by being exposed to family-run businesses. 
For respondent four, while the wealth of skills and experience of running big 
organisations in the consulting, telecommunication and banking sectors was useful 
to the enterprise, a key element was seeking to affect the education sector. 
Respondent five highlighted expertise and exposure to running education non-profit 
as key and having a network of advisors to seek input from those more skilled and 
experienced. 
 
Role as change agent  
FOUR of the respondents regarded themselves as change agents or agents of social 
change, as they actively recognised that the work done by their enterprises was 
motivated by a personal desire to change the status quo – how things are done. The 
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respondents had a deeply personal desire to improve the lives of people and society 
in general. 
 
Self-motivation 
FOUR of the respondents indicated strong personal inner motivation that provides 
strength to lead their enterprises, even when experiencing tremendous obstacles. 
Respondent two stated that they were motivated by noting a difference in the users 
of their product - learners and teachers – as the enterprise is not merely seeking to 
impact the individual user but was more about changing the education system. 
Another source of motivation was the ability to earn an income.  
 
Respondent three stated that they were motivated by success and by the team: “... 
we spend so much time together to an extent that my life is intertwined with their 
lives, so the failure of the business not only impacts my life but also theirs on a huge 
scale. That is a huge motivator for me to want to succeed.” 
 
Respondent four highlighted a deep-seated passion for education, having lectured in 
his 20s and having a father who was a school teacher: “If you look at what's 
happening in the world, where education is going through this whole revolution and I 
like being part of revolutions – sometimes small, little revolutions.” 
 
According to respondent five, motivation stems from the desire to improve the future 
of the youth: “I'm very much motivated by the 1.75 million kids going to school every 
year in South Africa – in a system where despite having enough resources we know 
that they are not going to come out with skills that enable them to lead the kinds of 
futures that they want to lead. That bothers me a lot and motivates me to find a 
solution.” 
 
Conscious entrepreneurship 
Four of the respondents regarded themselves as practitioners of conscious 
entrepreneurship defined as a business organised around a higher purpose and 
utilises an innovative approach to create positive and sustainable business growth.  
Respondent two stated that they were a conscious entrepreneur driven or motivated 
by developing and providing solutions that change or improve people’s lives. 
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Similarly respondent three stated that they were driven by the needs of others and 
believed that profit would follow the need. 
Respondent four empathised that they were consciously entrepreneurial and that 
through this organisation they had identified a gap or need in the education sector 
that was not being served.  
 
Respondent five highlighted a heightened sense of empathy for the market the 
enterprise served and being responsive to their needs that in turn influence the 
service they provide: “... knowing about how many kids are hungry, how many kids 
lost their parents, how many kids are homeless; and it's impossible to be exposed to 
those stories and not have that impact you.” 
4.2.4. Stakeholder/community factors 
 
Key partners/stakeholders 
All the respondents regarded the department of education (government) as a key 
stakeholder in the work of the enterprise. 
Respondent one identified key stakeholders as government /department of 
education, funders, schools, staff, other NGOs. 
Respondent two stated that key stakeholders included government through the 
education department and schools, learners and parents. Other stakeholders include 
the broader community who they seek to support from when they introduce the e-
learning model and telecoms companies as partners that provide connectivity in 
schools in some instances gadgets for learners.  
For respondent 3, key stakeholders were corporates through CSI programmes and 
schools. 
For both respondents four and five, key stakeholders were parents, staff and the 
broader community. Respondent five also highlighted learners as important 
stakeholders and funders were also very important. Others were government, the 
board and advisers. 
 
Relationship with the communities within which the enterprises operate 
All respondents indicated that their enterprises prioritised building and maintaining a 
relationship with the community where they operated. 
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Respondent one stated that they sought relationships with schools, churches and 
community organisations that were governed through formal agreements in the form 
of memorandums of understanding (MOUs). This formed part of a partner strategy 
for the literacy campaign that helps categorise partners based on different levels on 
engagement with different support levels that include bilateral support between the 
parties: “We have different packages for different partners which govern the 
relationship and how we interact with them.” 
 
Respondent two indicated that interaction with communities was conducted through 
facilitation workshops to involve communities within which the schools are located 
and introducing the e-learning platform model in schools. There was also ongoing 
communication with parents.  
Respondent three pointed out that the relationship with the community was managed 
through the schools with which they worked.  
 
According to respondent four, the enterprise had to develop relationships with the 
communities in which they operated, because providing social services is very 
complex, much more complex than selling widgets: “We are very deliberate about it. 
It is important for parents to be involved at an individual level but also at a 
community level – getting involved with activities that happened in the school but 
also how you make the school available to solve community problems.”  
For respondent five the relationship extends to employing staff directly out of the 
local community they serve as much as possible, which they have found as the best 
way to maintain the relationship. Other approached included maintaining the 
relationship through direct engagement, and as such allowing the community access 
to the facilities for events.  
 
Value created for stakeholders 
All five respondents believed that their enterprise created substantial value for their 
stakeholders. 
Respondent one said that the enterprise believed that growing the culture of reading 
in communities creates value, as reading can spark potential in children. 
Respondent two stated that the enterprise had created significant value for its 
stakeholders: “... for learners it’s the ability to access and interact with learning 
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material in a way that is dynamic. Our platform provides educators and learners with 
a digital solution that enhances and simplifies the teaching experience. Our teaching 
technologies are designed with the educator in mind, enabling them to easily 
combine their own content with the most up-to-date curriculum content from leading 
publishers.” 
 
Respondent three believed the value generated was providing learners with the 
sense of dignity by having a decent bag to secure their books and ability to do 
homework at night with a safe form of lighting. Employment created a lot of value for 
staff by providing them income and a sense of purpose. 
Respondent four highlighted that education was a huge investment in the future of 
people and the value it generated was in producing leaders and entrepreneurs. 
Respondent five noted that the enterprise created a great deal of value by providing 
the community with high quality affordable education. 
 
Priority allocated between the enterprise’s social and business goals 
Respondent one indicated that the enterprise operated in highly disadvantaged 
communities where there were high expectations that the organisation would be a 
beacon of hope and solve all problems: “We manage this through a planning period 
with our community-based partners where we seek to manage expectations and 
clarify what we can and can’t do, so that people buy into the programme with a clear 
understanding of what it is and isn’t.”. 
 
Respondent two stated that the advancement of the enterprise was intrinsically 
linked to its social goals in that they would not be in a position to pursue the business 
goals if they were not also seeking to solve social challenges. 
Respondent three noted the difficulty of balancing the social and business aspects of 
the enterprise and that it required moving very quickly to seek other income streams 
to build a sustainable operation: “The social aspect can be hindering to the business 
side of things. We strive to find the balance but it’s not easy.” 
Respondent five indicated the need for clear vision and values and having a sense of 
what is possible and what is a priority. 
 
 67 
 
Extent to which social aspects of their work are influenced by business 
dynamics 
Respondent one noted that business dynamics force the enterprise to constantly 
manage expectations to ensure that there was an understanding limitation in terms 
of what can or cannot be done. 
Respondent two indicated that the business dynamics had a direct impact on their 
social goals as the introduction of the e-learning intervention took time, as it required 
mobilisation of significant resources. 
 
Respondent three noted that the business dynamics had a bearing on the social 
goals of the enterprise, as it relied mainly on sponsorships from corporates through 
CSI budgets, which were seasonal and affected output. 
Respondent four pointed out that the business dynamics impacted on the social 
aspects of the enterprise, but it pushed innovation and ideas about how to deliver 
high quality service at affordable rates: “We prioritise what is important and essential. 
We can offer a really good academic model without the frills making it more 
affordable and better that others can offer.” 
Respondent five also acknowledged that business dynamics were affecting their 
social goals, but have found through a trial and error process to manage that through 
innovation and tweaking the business model. 
 
Clash between the organisation’s social and business goals 
All respondents acknowledged that there was a constant ongoing clash between the 
social and business goals of the enterprise.  
Respondents one and three noted the constant clash between social and business 
goals, which the organisation continues to manage. Respondent two stated that as 
an organisation they understood the dynamics at play in terms of their social and 
business goals and that much effort was geared towards balancing the two. 
Respondents four and five indicated that the clash was ever present and 
challenging, requiring ongoing management of expectations. For respondent five this 
clash existed due to the fact that enterprise was at the coal face of marginalised 
communities, and had to deal with very complicated social issues. 
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Community involvement in development of products or services 
All respondents noted the involvement of the communities that they served in the 
development of the products and services, produced and supplied by their 
enterprises. 
 
Respondent one stated that the enterprise constantly received feedback and input 
and some of that was used to tweak their work, including involving partners where 
relevant or complimentary services were sought: “We want to be seen as 
collaborators with the communities that we serve. We also started a community of 
practice which is a small network of partners - that want to work with us.” 
Respondent two stated that feedback and input was alert from learners and 
educators, with some ideas directly impacting on how the solution was used by 
educators, as learners tended to give creative input that resulted in a different 
application of the solution. 
 
Respondent three highlighted the involvement of learners in the development of the 
product. Input is sought from the learner through formal channels with schools. The 
input from the schools is fed back into the enterprise and alerts various aspects 
including product development related to functionality and design. 
Through various stakeholder engagement platforms, respondent four stated that the 
enterprise was able to generate input and feedback from the community, which was 
considered when developing offerings. 
For respondent five, input and feedback was obtained through parent meetings and 
feedback forms and stakeholder interviews. Input considered was limited to non-
curriculum issues: “Because education is a technical field we don't expect parents to 
have a responsibility to provide input on something as technical like mathematical 
model – that's the job of a professional.” 
 
Impact of the social conditions of stakeholders on growth of the enterprise 
All respondents indicated that the social condition of the communities they serve has 
had an impact on the growth of the enterprise.  
For respondent one the literacy levels, in communities they serve, are low and 
highlight momentous need or demand for the services provided by the enterprise to 
grow a reading culture, not only in classrooms but also in homes. Respondent two 
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stated that the growth of the enterprise was slower than it could be, as the majority of 
its target market of schools situated in poor communities (with the exception of 
former Model C and private schools) and were therefore not able to procure the e-
learning solution directly. This forced the enterprise to work with provincial 
government education departments to find a workable model accessible to public 
schools. 
 
Respondent three indicated that the social conditions of the communities the 
enterprise serves have impacted on the growth of the organisation, as the need for 
the product was unceasing. However, CSI budgets tend to be released around a 
particular time of year, mostly at the end of the year, and this influenced production 
capacity and ability to satisfy the need. 
 
Respondent four noted that they operated in an environment where unemployment is 
high and many people cannot afford sending their children to school, but it was 
important to be there: “So we work with the community on ongoing basis, consulting 
and engaging so they understand what we are trying to achieve and how a private 
school in the area will in the long run will benefit the entire community. It’s a huge 
business risk for us as we are investing significant amounts of money but you don’t 
stop, you try and manage the risk.”.  
 
According to respondent five the social condition of the communities they served 
was a major constraint in the growth of the organisation. The need or demand is 
ubiquitous, but as a non-profit they could only do so much in response to that, as this 
requires substantial funds. That slows down growth significantly as there is a 
massive gap between what parents can afford and what government is willing to 
subsidize.  
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4.3. Discussion of findings 
 
The education sector in South Africa continues to cope with the profound legacy of 
apartheid, more than two decades after the demise of that policy.  The former 
racially-segregated sector, argues Urban (2015) led to massive inequalities that 
continue to plague education in South Africa, as most black learners do not have 
access to computers, learning materials, proper classroom facilities, and qualified 
teachers - a reality compounded by the high degree of adult illiteracy 
 
This reality has presented opportunities for social entrepreneurs to pursue various 
efforts to remedy the ills that continue to plague the education sector, which is widely 
recognised as a key national development challenge.  
As argued by Weerawardena & Sullivan Mort (2006) social enterprises blend 
innovation, vision and risk management within the broad constraints of the 
environment, while seeking to attain a sustainability and social mission.  
In this section we discuss the various factors of success that have emerged in the 
findings of this study. 
 
Environment factors 
The socio-political environment emerged as a significant driver to the founding of all 
enterprises, with all respondents indicating a direct role and key that the environment 
played, revealing a gap and demand that required intervention but also perversely a 
significant role in the success of the enterprise. 
 
It is worth noting that all enterprises, while focusing on different aspects in terms of 
services and products in the education sector, were founded as a result of 
recognising that education is one of the major challenges in South Africa, and all are 
concerned with the development and improvement of the sector, particularly among 
the disadvantaged and marginalised sectors, which comprises a significant 
proportion of the population. 
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As noted by Littlewood and Holt (2015), opportunities for South African social 
enterprises, and the nature of the social needs addressed by them, reflect the 
country’s socioeconomic context and institutional environment. 
Interestingly, even though TWO of the FIVE respondents detailed the monumental 
legal and regulatory hurdles experienced by their enterprise at the start-up phase, 
they preserved and embraced the challenge that emboldened them to rework their 
business models as they continue to expand or plan for expansion. This aligns with 
the view by Weerawardena & Sullivan Mort (2006) that social enterprises are a blend 
of innovation, vision and risk management within the broad constraints of the 
environment, while seeking to attain sustainability and social mission. Also Dees & 
Clark (2011) posited that on-going experimentation, refinement, and innovation are a 
necessary exercise in the world of social entrepreneurship. 
 
THREE respondents indicated that their enterprises experienced no legal or 
regulatory impediments, which allowed them to conduct operations without any 
barriers. Research by Wronka (2013)  suggests an enabling regulatory and legal 
environment was one of a set of key factors of success for social enterprises. 
 
Organisational factors 
Perhaps not surprisingly, all respondents regarded organisational culture as a key 
contributor to well-functioning and successful enterprises, and the enterprise 
systematically sought to create and sustain organisational culture that fostered 
learning and innovation within the enterprise. This in line with literature that a culture 
of learning and innovation was one of the key success factors in a social enterprise. 
Nielsen & Carranza (2010) argue an enterprise’s chances of success are greatly 
advanced if learning is an integral part of the organisational culture.  
 
Innovation was cited by all respondents as important for the enterprise, but to 
varying degrees, with one respondent stating that the enterprise considered 
innovation so important that they have designated a senior person driving it. One 
respondent cited the need to do more. 
 
In terms of decision making, most respondents indicated that the decision making 
process in their organisation was fairly consultative despite being mostly initiated at 
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the executive management level and cascading to the rest of the staff. One notable 
difference is that for one respondent the decision-making process involves 
consultation with non-staff and includes advisors and members of the board. While 
this has not been identified in literature as success factor, Thompson & Doherty 
(2006) note the active role of employees in decision making as a characteristic of a 
social enterprise. 
 
Also all respondents noted that staff was committed and motivated, with various 
strategic efforts in each enterprise to ensure this was addressed, as the factor was 
critical to the enterprise’s ability to successfully render services and produce 
products. According to most respondents, staff commitment and motivation was 
generally driven by the overall organisational vision and mission. Wronka (2013) 
identifies motivation and commitment of employed people as a key success factor. 
 
With exception of one founder, who is deceased, all founders are personally involved 
and heavily invested in the enterprises that they founded. It should however be noted 
that prior to his death, the founder was passionately and actively involved in the 
running of the enterprise. As argued by Dees (1998), successful social 
entrepreneurs are not simply driven by a social need or compassion but by a vision 
to achieve improvement and a determination to make their vision work through 
persistence.  
All the respondents indicated that the enterprises were growing or had growth plans 
mainly driven by the massive demand for education products and services that they 
provide. The Global Entrepreneurship and Development Institute (2017) contends 
that South Africa needs innovative and growth-oriented entrepreneurs who are 
motivated to thrive within the challenging environment. 
 
Financial resources 
Most of the respondents indicated that access to start-up funding (self or donor 
funding) was easy. Two of the respondents indicated that the primary funding during 
the start-up phase was personal funds while two respondents accessed funding in 
the form of small donations from close associates, with only one respondent citing 
donor funding from an institutional grant maker or donor at start-up. 
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A majority of the respondents indicated that they sought and received donor funding. 
Respondent two (self-funded) specified that the enterprise sought donor funding at 
the early stages but were never granted funds, while respondent five stated that the 
enterprise had never sought or received donor funding. 
 
Braunerhjelm & Hamilton ( 2012) postulate that while reducing the dependence on 
institutional grant-makers by generating independent revenue streams is one of the 
success factors of a social enterprise. Grants and similar types of flexible, risk-
tolerant financing can contribute to the success of a social enterprise, particularly at 
the seed stage.  
 
However, on the reliance on donor funding extending beyond the seed or start up 
stage, three of the five respondents indicated that they sought and received donor 
funding, and these funds were their main source of income, with two of the three 
stating that additional income was derived in the form of corporate sponsorships. 
The other respondent indicated that additional income sources included government 
subsidies and fees from customers.   
 
It is interesting to note that most respondents described their social enterprises as 
for-profit organisations while two labelled their organisations as non-profit. As stated 
by Grassl (2012), social enterprises are structurally hybrids that manifest in several 
dimensions including, non-profit and for-profit organisations.  
 
While most of the respondents listed poor communities as the main markets that 
their enterprises served and all described the business environment as tough and 
challenging, all respondents regarded their organisations to be in good financial 
health for various reasons. This is congruent to the Mudaliar, Moynihans & Bass 
(2016)  argument that shortfalls in the provision of key goods and services such as 
education creates opportunities for entrepreneurs to build enterprises that meet the 
needs of disadvantaged communities while also realizing financial returns. 
 
All respondents indicated that governance was important to their enterprises and 
financial reporting was practiced regularly with the majority having in place boards of 
directors or trustees.  
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The aforementioned factors are echoed by the Nasruddin & Misaridin (2014) 
argument that success factors for normal businesses including leadership, strategy, 
human resources, financial viability, organisational culture, governance, and 
performance measurements also apply to social enterprises. 
 
Leadership factors 
Social entrepreneurs are often described as individuals that are exceptionally 
innovative who are willing to take high risks and have outstanding leadership 
qualities. 
 
All respondents highlighted that the leadership style in their enterprises was 
consultative with a deliberated approach that sought to initiate change, inspire 
people and connect with followers. These findings align with a study conducted for 
the Scottish Government, which stated that success factors for social enterprises 
included having a clear social mission, coupled with strong and inspiring leadership 
(The Scottish Government, 2010). 
 
While all respondents regarded having skills and expertise in the enterprise as 
important to leading effectively, the majority of the respondents regarded themselves 
as conscious entrepreneurs/leaders with self-awareness, self-responsibility, 
empathy, humility, courage, positive vision and integrity. Leadership emerges as 
another key factor of success in literature (Heineche et al., 2014) in that technical 
and management skills are necessary to found and lead an organisation to success. 
However, it takes leadership skills with great clarity of mind and high awareness for 
complex realities to develop trailblazing strategies.  
 
Most of the respondent indicated strong personal inner motivation that provides 
strength to lead their enterprises, even when experiencing tremendous obstacles. A 
key success factor of a social enterprise identified in literature is the personal inner 
motivation of the entrepreneur to run an enterprise in a socially responsible and 
sustainable way, while taking into account the long-term development prospects and 
outcomes (Raudeliūnienė et al., 2014). 
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The majority of respondents regarded themselves as change agents or agents of 
social change as they actively recognised that the work done by their enterprises 
was motivated by a personal desire to change the status quo. This is in line with the 
Orhei & Vinke (2012) argument  that a key success factor is the person behind the 
venture must be a change agent and visionary.  
 
Stakeholder value 
The role of stakeholders in the success of the enterprise cannot be overstated and 
emerged in the finding of this study as having played a significant role in the 
enterprises surveyed.  
 
All the respondents indicated that their enterprise had a deep connection with the 
communities they served, which led to a better understanding of needs and an ability 
to respond appropriately to those needs, while seeking to attain economic and social 
success. This is in line with the argument by Pervez, Maritz & De Waal (2013) that it 
was essential that value creation is for the entire chain of stakeholders, including 
customers and shareholders.  
 
Furthermore, all five respondents believed that their enterprises created substantial 
value for their various stakeholders including customers, congruent with Grassl 
(2012) who stated that successful social enterprises apply the model of value 
creation to their specific customers. 
 
It is worth pointing out that while recognising that the key beneficiaries of their 
products and service were the individual learners and educators, all the respondents 
regarded the department of education (through schools and other formations) as a 
key stakeholder in the work of the enterprise. Social entrepreneurship is widely 
recognised as a multiple stakeholder activity. 
 
Building and maintaining relationships with the communities the enterprises served 
was also highlighted as strategic focus with all respondents indicated that their 
enterprises prioritised this where they operated using various channels and 
processes of engagement. 
 76 
 
Another significant finding is that while all the respondents acknowledged that their 
enterprises experienced a constant ongoing clash between the social and business 
goals and that the social condition of the communities they served had impacted on 
their pace of growth, they had to essentially tweak their business models or develop 
new ones in response to those realities. 
4.4. Conclusion 
 
In this Chapter the findings of the primary research study were presented and 
discussed as they related to the secondary research (literature review) contained in 
Chapter Two in order to identify success factors of social enterprises in the 
education sector.  
 
Data analysed was obtained through interviews with persons in the top leadership of 
these social enterprises. From this data a composite description, consisting of what 
and how all the individuals experienced the phenomenon, was developed. 
The findings have been arranged according to themes and topics and draw out key 
issues discussed by participants. 
 
In Chapter Five, the limitations of this study, the concluding remarks and the 
recommendations for future studies will be made and discussed. 
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CHAPTER 5 
5. CONCLUSION AND RECOMMENDATIONS 
5.1. Introduction  
 
This study sought to identify success factors of social enterprises in the education 
sector in South Africa – an important and yet underserved sector, which needs 
interventions from various actors including government, not-for-profit and for-profit 
organisations.  
 
The findings of this study, presented in Chapter Four, were derived through primary 
and secondary research. Highlighted in this study is the key role that social 
enterprises play in tackling some of the most pressing social needs while seeking 
sustainable and even profitable business models. The discussion of the findings 
included interpretations and linkages relating the findings to previous research and 
developing tentative theories. 
5.2. Research question 
 
The primary objective of this research project was to study the success factors of 
social enterprises in South Africa in order to gain insight into critical factors 
that distinguish ventures that are successful from those that are not. 
This study sought to answer the following questions: 
  
 What does existing literature reveal to be success factors of social 
enterprises? 
 How does the social enterprise add social value (for the broader community 
within which it operates) and create economic value (for 
owners/shareholders)? 
 Are the character traits, empathy and personal motivation, of the 
entrepreneurial founder or leader key determinants of success of the venture? 
 Does access to and the availability of resources (funding/support) contribute 
to the success? 
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 What role does the environment play in the success? 
In Chapter Two, the literature review shows that a number of factors that can 
influence or impact on the success of any entrepreneurial venture. There is little to 
no agreement as to which of those factors are essential to the success of a social 
enterprise. Success factors highlighted in the literature include:  leadership; 
motivation and commitment of staff; an enabling regulatory environment; 
management skills and expertise; effective collaboration with the public sector; 
community/stakeholder involvement; and financial sustainability. 
 
In Chapter Four, the primary research findings revealed key success factors that 
manifest in the social enterprises that were studied and these were grouped into five 
themes and discussed: environmental (external), organisational (internal), financial, 
leadership and stakeholder or community factors.  
5.3. Research conclusions and recommendations 
 
With South Africa facing a myriad of challenges, the role of social enterprises is as 
crucial as ever in seeking solutions to these social needs. It’s therefore important 
that institutional supporters of social enterprise should know and identify potential for 
success using well researched attributes. In this study, the following have been 
identified: 
 
5.3.1. First Conclusion  
 
Environmental factors: Entrepreneurial activity in South Africa requires an enabling 
environment with clear, non-onerous regulations that are not an encumbrance to 
business models especially those of social enterprises. The findings in this study 
show that despite the various regulatory hurdles in South African education, 
especially those faced by school operators, social enterprises are still able to 
navigate these challenges by adapting and innovating around them. This 
emphasises the resilience of these enterprises and their determination to succeed, 
regardless. Behind this determination is the socio-political environment which 
emerged from the study as a significant driver to the founding of all enterprises, due 
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largely to recognising the gap and demand for goods and services in the education 
sector that required intervention. The enterprises were founded essentially to solve 
one of the major challenges facing South African education. 
 
Recommendation: Government should develop an enabling regulatory and legal 
environment where social enterprises can flourish by drawing on best practices from 
other ecosystems around the world where social enterprises thrive. An emerging 
recommendation is for policy-makers to develop an appropriate formal classification 
in order for social enterprises to resolve the for-profit and not-for-profit dichotomy. 
Useful models could be the UK’s Community Interest Company or the Low-profit, 
Limited Liability Company in the USA, which are types of company legal status, 
offering the flexibility and certainty of a regular company but with special features to 
ensure the organisation plays an active role in creating a strong, sustainable and 
socially inclusive economy. 
 
5.3.2. Second Conclusion 
 
Organisational factors: The findings show that key success factors include a 
culture of learning and innovation, and the commitment and motivation of staff in an 
enterprise. Staff commitment and motivation were generally driven by an 
organisation’s deeper purpose and mission to do well with the enterprise, directed by 
strong leaders who are personally involved and heavily invested in the organisation. 
 
Recommendation: Social enterprises should not only have to have access to 
human capital with the right skills and expertise, but must also have a collaborative 
internal environment, with staff motivated both intrinsically (enterprise’s vision) and 
extrinsically (reward and recognition systems). Organisational culture is a major 
factor to well-functioning and successful enterprises, and enterprises have to 
deliberately create and sustain an organisational culture that nurtures learning and 
innovation within the enterprise. Employees also have to play an active role in 
decision making that enables buy-in for implementation through the cascading effect 
of key strategic decisions. 
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5.3.3. Third Conclusion 
 
Financial factors: The findings show that social enterprises have a somewhat easy 
access to start-up funding, whether through self or donor funding. However, while a 
majority of social enterprises rely heavily on donor funding, most seek to reduce their 
dependence on institutional grant-makers by generating independent revenue 
streams, which is one of the key success factors of a social enterprise.  
 
While social enterprises experience a demanding business environment, the findings 
show that good financial health while providing solutions to critical social issues is a 
key success factor. The findings also show that governance was important to social 
enterprises, with financial reporting and reviews practiced regularly. 
 
Recommendation: It is important for social enterprises, whether they are legally for-
profit and not-for-profit, to be broader in mission to pursue business-like goals such 
as generating revenues or financial surpluses in order to guarantee sustainability. 
Social enterprises that have a non-profit legal form have significant flexibility in terms 
of business activity and fundraising, as they can generate income from multiple 
sources and receive various types of investments. 
 
5.3.4. Fourth Conclusion 
 
Leadership factors: In this study the traits and motivation of the founder/leader 
emerged as key success factors of a social enterprise. The findings show that 
founders of social enterprises are driven individuals who are exceptionally innovative 
and willing to take high risks and also have outstanding leadership qualities. Strong 
personal, inner motivation, mostly from personal experience, emerges as a key 
attribute that provides the fortitude to found and lead an enterprise, even when 
encountering tremendous obstacles. 
 
The findings also show that founders of successful enterprises see themselves as 
agents of social change, as they actively recognised that the work done by their 
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enterprises was motivated by a personal desire to change the status quo and 
improve the plight of fellow citizens. The leadership style that emerges from the 
findings is a consultative one, with a deliberated approach, seeking to initiate 
change, inspire people and connect with others. 
Recommendation: Strong, visionary leadership is particularly important for a social 
enterprise, as these organisations require leadership that takes responsibility for the 
stability of operations while balancing business priorities and ensures that an 
organisation stays true to its social mission.  Therefore, leaders of social enterprises 
require direct support in terms of coaching and personal development. 
 
5.3.5. Fifth Conclusion 
 
Stakeholder factors: Stakeholders, external parties with interest or concern in the 
social enterprise, play a significant role in the success of the enterprise. Social 
entrepreneurship is widely recognised as a multiple stakeholder activity. Emerging 
from the findings of this study is the fact that stakeholders, mainly in the form of 
communities directly benefiting from the products or service provided by the social 
enterprises, play a significant role in the success of the enterprises. Also emerging 
from the study is that the department of education is a key institutional stakeholder. 
 
Recommendation: Building and maintaining relationships with the communities has 
to be a key strategic focus and having a senior leader in a designated role of 
community management is important for any social enterprise. This enables the 
enterprise to create substantial value for their stakeholders by developing or 
adapting business models in response to realities facing the communities they serve. 
By having deep connections with the communities they serve, social enterprises are 
able to have a better understanding of their needs and respond appropriately to 
those needs, while seeking to attain economic and social success.  
 
Also recommended is that social enterprises should adopt a monitoring and 
evaluation function as part of core organisational activities, which will enable a 
methodical assessment of the impact of the organisation work on communities. 
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Measuring impact on communities will benefit the enterprise by providing key 
indicators that should help improve performance and achieve results.  
 
Another recommendation is that the education department should develop a 
stakeholder engagement forum, specifically set up to facilitate cooperation and 
support of social enterprises in the sector. This will enable a well-coordinated multi-
stakeholder effort to systematically solve the massive challenges in the education 
sector that government is unable to remedy on its own. 
5.4. Limitations of this study 
 
Qualitative approach: For this study, to identify and understand these success 
factors of social entrepreneurship venture, the qualitative research approach was 
undertaken.  A major limitation of qualitative studies is that findings cannot be 
extended to broader populations with the degree of certainty that quantitative 
analyses can by testing the statistical significance of findings.  
 
Sampling and sample size: The approach used in this study was convenience 
sampling – selecting readily available individuals within the population group as 
participants. The sample consisted of five individuals who are founders or leaders of 
successful enterprises located in the Gauteng province that could easily be 
accessed by the researcher. To identify possible participants in the study, 
institutional supporters or funders were requested to provide information about 
ventures that they regard as successful. Of these, five were randomly selected and 
requested to avail themselves of interviews. A shortcoming of this sampling 
approach and size of sample is that the findings cannot be generalized to all social 
enterprises in the education sector in South Africa.  
 
Data collection: Ahead of the interviews participants were provided with the 
questionnaire consisting of a list of questions related to the research topic to collect 
information used as data for analysis. This was intended to allow participants an 
opportunity of deeply considering their responses, to enrich and speed up the 
interview process. However, most participants did not preview the questionnaire 
which resulted in the interview process being longer than the anticipated 1-hour 
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duration.  The questionnaire contained open-ended questions, which gave each 
respondent the freedom to decide the wording and length of their answers. Each 
interview was recorded and transcribed. This however presented a mammoth 
challenge in terms of the time that the transcription of tape recording consumed. 
 
5.5. Recommendations for future research  
 
This exploratory research study presents further opportunities for future research to 
delve deeper into various aspects of the topic including contextual issues that were 
not fully explored in the primary data. These include the following: 
 
Focus on specific sub-sector: The education sector is very large and diverse, with 
various organisations playing distinct roles in providing services and products. This 
study did not categorise social enterprises on the basis of services or products. A 
future study could narrow the lens to zoom in on school operators who appear to 
experience some distinct challenges and opportunities being at the coal face of the 
social need. 
 
Classification of social enterprises: South Africa should strongly consider 
developing an appropriate formal classification of social enterprises, which would 
address the for-profit and not-for-profit dichotomy. The UK and USA offer a type of 
company legal status, with the certainty of a regular company but with special 
features to ensure a company is operating for the benefit of the community. Such a 
system may be appropriate for South African enterprises. A future study could 
assess the possible effects of such a classification on social entrepreneurship in 
general. 
 
Financial sustainability: Respondents in this study indicated adequate financial 
strength to do their work and grow but the detail and extent of this strength was not 
fully explored. It is well documented that organisations that struggle financially rarely 
perform well in accomplishing their mission. The financial strength of a social 
enterprise is essential to its ability to deliver towards meeting social needs. Therefore 
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in-depth research could be undertaken to determine whether social enterprises have 
sufficient strength to be able to weather downturns and external shocks. 
 
Organisational culture: Culture was deemed to be important by respondents in this 
study. This perspective was obtained from the founder or leader of the social 
enterprise. It would be more insightful to obtain perspectives from other stakeholders 
in the organisation, especially from staff who regard culture as having a direct 
bearing on the enterprise’s ability to respond rapidly and effectively to new demands, 
opportunities or threats, and changes in the business environment. 
 
Impact assessment: Social enterprises should be able to demonstrate their impact 
by having accurate data that could also be utilised for decision-making. Very little is 
known and understood about the impact of the work of social enterprises in the 
communities they serve. Future research, with a hybrid quantitative and qualitative 
approach, could shed light on the reach and effect of the work of social enterprises, 
from the perspective of the beneficiaries/stakeholders. Measures of real impact are 
much deeper than activity metrics such as “number of people served”, which does 
not indicate whether the work of the enterprise has made a difference to the 
community it serves.  
 
Staff commitment and motivation: Further study is recommended to explore the 
role of employee motivation and commitment on the success of a social enterprise, 
in order to determine whether they are driven by a deep and genuine desire for 
change, rather than the promise of recognition or income, or whether they have a 
strong set of values that are reflected in their personal lives as well as their work. 
5.6. Conclusion 
 
The phenomenon of social entrepreneurship promises new solutions to existing and 
growing social problems, as social entrepreneurs are able to create new, sustainable 
solutions with blended value creation taking place for the benefit of all. 
 
This study sought to contribute to a deeper understanding of factors that determine 
the success of social enterprises. The results of the study revealed that there is a 
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core set of attributes related to environmental, organisational, leadership, financial 
and stakeholder factors that are in play in successful social enterprises. 
 
In this chapter research conclusions and recommendations based on this study were 
made, opportunities for further research were identified and shortcomings of this 
study were acknowledged. 
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ANNEXURE 1: COVER LETTER AND INTERVIEW QUESTIONS 
 
 
Dear Respondent  
I am studying towards my MBA (Masters in Business Administration) degree at the 
Nelson Mandela Metropolitan University Business School.  I am conducting 
research to study the success factors of social enterprises in the education sector in 
order to gain insight into critical factors that distinguish ventures that are successful 
from those that are not. I believe that my study will make an important contribution 
to understanding the social entrepreneurship phenomenon in South Africa. 
You are part of our selected sample of respondents whose views we seek on the 
above-mentioned matter.  We would therefore appreciate it if you could grant the 
researcher an interview to answer a few questions which we trust will not take up 
too much of your time and we want to thank you in advance for your co-operation. 
There are no correct or incorrect answers. The interview guide attached lists the 
questions that are to be asked and answered as accurately as possible.  
We guarantee your complete confidentiality and anonymity.   
Please note also that your participation in this study is entirely voluntary and 
that you have the right to withdraw from the study at any stage.  Your 
participation in the study therefore indicates verbal consent. 
Thank you very much.  
 
To verify the authenticity of the study, please contact Dr Annelie Pretorius at 041 504 
3795 or Annelie.Pretorius@nmmu.ac.za. 
 
 
Interview questions 
 
The following questions are directed at leadership (founder or director) in the 
organisation. Please answer ALL the questions. 
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Multiple factors section 
1. What was the socio-political environment in which your organisation was 
founded? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
2. What were the main reasons for founding your organisation? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
3. Describe the legal/regulatory environment when starting the organisation 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
4. How would you describe the culture in your organisation? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
5. Is learning an integral part of the organisational culture? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
6. How are strategic decisions made? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
7. Are you personally involved in the organisation? Why? 
______________________________________________________________
 94 
 
______________________________________________________________
______________________________________________________________ 
 
8. Do you regard your staff as committed and motivation? Why? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
9. Would you regard your recruitment practices as affecting implementation of 
strategy?  
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
10. Is innovation, in terms of products and services, important in your 
organisation? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
11. What are your future growth plans? What is the main driver for growth? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
Financial factors section 
 
1. What was your primary source of funding at start-up? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
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2. Was sourcing start-up funding easy or hard? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
3. Would you describe your organisation as for-profit or non-profit? Why?  
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
4. Do you seek and receive donor funding? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
5. What are your main sources of income? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
6. Would you regard your organisation’s financial health as good? Why? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
7. What are the main markets you serve? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
8. Describe the business environment within which you operate. 
______________________________________________________________
______________________________________________________________
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______________________________________________________________ 
 
9. Who are you competitors?  
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
10. Do you have shareholders? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
11. Describe your accounting and reporting processes. What reports are 
generated and to whom are they presented? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
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Leader traits section 
1. Describe the leadership style of the leader 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
2. What do you regard as your strengths and weakness? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
3. What role do you think your skills and expertise play in leading effectively? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
4. Would you describe yourself as a change agent and visionary? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
5. What motivates you? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
6. Would you regard yourself as a conscious entrepreneur? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
Stakeholder/community involvement section 
1. Who are key partners/stakeholders? 
______________________________________________________________
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______________________________________________________________
______________________________________________________________ 
 
2. Do you have a relationship with the community within which you operate? 
How is it maintained? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
3. Describe the value created by your organisation for stakeholders? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
4. How is priority allocated between the enterprises social and business goals? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
5. To what extent is social aspect of your work influenced by business 
dynamics? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
6. Have you experience a clash between your organisation’s social and business 
goals? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
 
7. Is the community involved in the development of your products or services? 
______________________________________________________________
______________________________________________________________
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______________________________________________________________ 
 
8. Has the social condition of the community you serve impacted on the growth 
of your organisation? 
______________________________________________________________
______________________________________________________________
______________________________________________________________ 
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ANNEXURE 2: TRANSCRIPT OF INTERVIEW RESPONSES 
 
The following it’s the transcript of interview questions and answers as 
provided by respondents.  
 
Multiple factors  
Question: What was the socio-political environment in which your 
organisation was founded? 
Respondent 1: The organisation was birthed out of a need to create alternative 
spaces for education outside of what has become a dysfunctional public education 
system.  
Respondent 2: Different experiences that are shared by the different approaches 
prior to 1994 both in terms of socialization and the economy. The racial divide in the 
education sector persists even more so with the advent of technology because 
technology usually starts with awareness and access to it. Those who have access 
to technology will always be at an advantage to basically sharpen their knowledge 
and skills about how it is used and those who don’t will always lag behind. Private 
education has fully adopted technology very fast while in the public education sector 
has the intention and vision to adopt technology with lots of policies developed but 
it's a bit slow in terms of adoption. The key challenges in public education are lack of 
resources given the size with lots of learners/educators and the lack of relevant 
skills. You are unlikely to see fast adoption of technology in that context. The context 
of our founding was in challenging socio-economic context in the sense that in 
private schools - parents realise the value and can afford to accelerate the adoption 
of technology – so demand from that part of the market was there. But we had to find 
a way of reaching learners in the public schools with limited resources by developing 
a sustainable model that provide access to the technology.  
Respondent 3: We formed the company because we were trying to address the 
challenges faced by the community with kids walking to school with no safety, lack of 
electricity which hinders children from doing their homework and the widespread 
pollution of plastic bags with the government doing very little about it.  
 
Respondent 4: Well to be more specific in the education space, the country we've 
done a lot politically or in terms of government in providing access to basic education 
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especially for people who didn’t have access pre-1994. A lot has been done even to 
address equity even though equity is still a big issue – there are still major gaps 
between rich schools, in other words quintile 4 and 5 schools in the Basic Education 
space and quintile 1, 2 and 3.The biggest issue is quality of education but the major 
issues around quality of the programmes that are offered or the delivery of the 
curriculum and therefore the education outcomes are low in terms of how our 
students or learners compared to other countries including SADC countries. But also 
we are not immune to some of trends that are happening everywhere else in the 
world – urbanisation being one – as government addresses access and equity 
issues urbanization is continuing which means government can't keep up with the 
demand. It becomes difficult where they are fiscal constraints - there's just not 
enough money in government to solve this. The amount that the country spends in 
education is quite high by international standards – comparing SA to OECD 
countries or developing countries.  
Respondent 5: As you can see when you drive in here we are the social conditions 
of the inner city we are operating in. The political climate is quite precarious and 
fraught. This is really where the rubber hits the road in terms of what inequality, 
disenfranchisement, unemployment poverty and violence manifests as and what it 
manifests as for children in particular but families and what we see is as the most 
prevalent is a lack of social cohesion, not enough jobs, terrible education system and 
just a general sense of nihilism from people about the future for their children. 
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Question: What were the main reasons for founding your organisation? 
Respondent 1: The founder (since deceased) sought to fight for the cause of 
education for especially focusing on language by prioritising mother tongue learning - 
pushing for children to be able to learn in their mother tongue. The priority was to 
give black children access to stories that could told in their mother tongue, promoting 
multilingualism. As a literacy organisation, research has always shown that use of 
mother tongue improves learning. 
Respondent 2: We took a view that we have an opportunity to enter that education 
technology market by bringing our different experiences as partners and then 
working towards a common good to put digitised content in the education space 
whether private or public using technology as a vehicle to mediate access to this 
content. Our organisation provides a platform that works within any learning 
environment, with any content, on any device and provides a state of the art, flexible 
solution for 21st century education. It makes learning visible and transparent by 
providing rich data on student engagement with textbooks, multimedia content and 
assessments. Technology is the future and we also understand that in the previously 
black schools which are majority basically in terms of post-apartheid South Africa are 
facing huge challenges around this.  
Respondent 3: We sought to find a solution to address these issues by tackling 
them all together with a product aimed at schoolchildren from poor households to 
provide them with schoolbags made from recycled plastics to secure their books and 
a solar lantern so that they can study at night and not rely on kerosene lanterns 
which are not safe. Our backpacks feature a solar panel in the flap - which charges 
as the children walk to school - as well as reflective material to make the children 
more visible to traffic in the early hours. Our mission is to ensure access to education 
really happens for children who have to thrive even with limited resources 
Respondent 4: Key reasons were my commitment to education and the fact that 
implementing innovations and new ideas in education given the fact that we are in 
the fourth industrial revolution now and 21st century learning skills are really 
important to me. So we started the group essentially to invest our own money into 
what do believe education system should look like but at the same time be able to 
share that with the biggest system or influence the broader education system. So 
unlike other social enterprises that see an opportunity in a gap and then are simply 
driven by the opportunity for returns whilst driving social change - I'm a co-founder of 
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the National Education Collaboration Trust which works with the department of basic 
education – we are placed in a position of influence on broader policy issues around 
basic education. So using some of those experiences and understanding challenges 
in the education sector and using our own investment in the social enterprise called 
Sifiso Learning Group to take some of these innovations and scale them to improve 
the bigger system. The primary driver of our business is to make sure that we as 
citizens but more specifically as Africans are also part of the social change of 
investing in education because then we can't talk about decolonised education when 
we ourselves are not investing in new ideas that show what is decolonised education 
can look like.  
Respondent 5: When I was in law school, I began working in public schools in 
Khayelitsa and Langa, and I saw how poorly the school system was – so nobody 
could come out of never could come out of the school system and actually reach the 
aspirations that have for themselves and a school system with no vision for what was 
possible. I wanted to create an organisation that, within the existing constraints of the 
South African education system, who are the people we can put into teaching, what 
sort of budgets would we need for that, what is the average life of the South African 
like, what is the best most innovative, dynamic version of a school that you can 
create within the constraints? And by doing so to create a new vision for what is 
possible South Africa education system, to challenge the existing paradigm. 
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Question: Describe the legal/regulatory environment when starting the 
organisation 
Respondent 1: The organisation was founded as a literacy initiative within the 
research unit of the University of Cape Town and later evolved into an independent 
entity registering firstly as a non-profit organisation then as a trust. 
Respondent 2: We didn’t experience any regulatory challenges – just followed the 
normal processes of registering a company. We did structure the shareholding in 
recognition of the Black Economic Empowerment regulations with majority 
shareholding in the hands of the black shareholder  
Respondent 3: We went through a normal process of registering a private company 
and its was not a major challenge - the one key thing we had to do was to patent the 
concept because if it entered the marketplace with knowledge by more than one or 
two people it was not going to be possible to protect the concept and then from there 
it was all systems go. 
Respondent 4: The education space is highly regulated. You have to comply with all 
sorts of national, provincial, local government regulations especially if you want to 
become an operator of schools and pre-schools. We had to invest and actually 
create a regulatory compliance department even as young and as small as we are 
because it's quite a heavily regulated space. This obviously increases the cost of 
doing business but it is important because the standards - the South African 
constitution says anyone can start to an independent school as long as it offers the 
same or better standards than what the public system offers – and you have to prove 
that it does in all respects including physical buildings, curriculum, teachers, 
assessment systems. 
Respondent 5: Registering a school is unbelievably difficult and not very 
transparent. The stakes are extremely high and it's very expensive. To register 
school you have to go through fire and health compliance issues, you have to zone a 
building and that all goes into a pack which has to go to the Department of Education 
where there are three levels of decision-making. Within that pack the file ended up 
being a 15 cm thick file and some of the things they wanted in there were 
problematic - so you have to submit it on the 1st of April the year before you open a 
school. So the problem is that is it means you have to sit on a school building for a 
full year, technically you have to have hired all the staff because you have to submit 
their CVs as part of the pack and you are not allowed to run the school. So 
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everything has to be ready for the deadline but you're not allowed to use it. So they 
more or less are forcing you to run the school to run illegally in the period leading up 
to registration. It's not clear where a lot of the regulation is coming from. Once you 
become a little bit larger than then there are ways to do it but I don't really know any 
schools that managed to get around that hurdle. That is a huge risk because you 
can't insure the school if it’s not registered and you can't accredit yourself in any of 
the formal accreditation bodies. I was personally liable for a year before we 
registered. That's not a way to run the system and there’s many ways in which they 
could change the regulations to make it easier – they could remove the annual 
deadline and have a six-week rotation for decision making. It's an unbelievable 
onerous system. So the regulations kill us. 
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Question: How would you describe the culture in your organisation? 
Respondent 1: The culture has evolved from an initially flat structure where every 
member of staff was essentially regarded as an equal contributor to an extent that 
even pay was the same across the organisation. This evolved as the organisation 
started to grow and receive funding and we were forced to think more about how to 
scale up, this changed the culture. The transition which was big was challenging to a 
lot of people especially those that had been with the organisation from the early days 
as they were unfamiliar with hierarchy with its top-down style of management. But it 
eventually settled. The culture is led by our manifesto which emphasises trust, 
participation and joy. While there's a relaxed, fun atmosphere, there are still 
elements of subtle undercurrents of tension. 
Respondent 2: it’s a culture of learning and innovation. We celebrate innovation and 
new ideas from all levels of the organisation. We challenge each other’s ideas and 
decisions to improve them, and we take advantage of our differing opinions – 
appreciating the diversity of our people and thoughts. 
Respondent 3: From the beginning, the culture was always one of learning as we 
had to experiment and through research and development were able to develop a 
product we could take to market. Knowledge is important for us.  
Respondent 4: The culture is one of the most important things for any organisation 
and we are very deliberate about creating a particular culture so it's not an accidental 
thing. It's probably one thing that I spent the most of my time on is that because if 
you get that wrong then you will not have a successful organisation. If you get it right 
and you are deliberate about it we will be successful even if our strategy maybe a bit 
off. We look for the best people to come on board – smart, diverse, driven, 
performance orientated people and we have a common vision of where we're going 
and what we want to achieve and then leave them alone.  
Respondent 5: We’ve built an exceptional culture that centres on a few things. First 
is the values which include the ability to excel in the field where there’s a lot of 
mediocrity in education and here we both support and push people to become 
brilliant educators, so we introduce them to like the most modern concepts of 
pedagogical thinking and push them to introduce these into classes and we do a lot 
of professional development. We foster debate and individual projects so every 
single staff member no matter where they come from in terms of professional 
qualification level they are both supporter and pushed to become the best educators 
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they can be. Second thing is alignment between mission and vision. Everyone who 
works here believes in a world where children from environments like this - where 
they often come in having experience violence and never having held a pencil or 
done a drawing, having never received any early childhood development, often 
dealing with extreme issues of violence or poverty - deserve an excellent education 
and that is the kind of society that we should be working towards. It’s the 
professionalism and ethics that foster this culture. The third is innovation so we push 
very far on what is possible in education sector. We break a lot of walls and 
interrogate a lot of the established truths to get to a new vision. 
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Question: Is learning an integral part of the organisational culture? 
Respondent 1: We have skill development efforts that we putting in place to 
encourage learning and growth among staff members. We want staff to think 
differently about the work of the organisation 
Respondent 2: Learning and innovate are key to the success of this business as we 
have to be developing new way of proving e-learning solutions. In the tech space 
that we operation, this is not optional. 
Respondent 3: Learning is a key part of our culture. We allow the team to be 
creative and interact with other designers to learn from others that have been in the 
industry for much longer. That's the culture we cultivate. 
Respondent 4: We chose our name very deliberately and called our organisation 
Sifiso Learning Group because we are a learning organisation. One of the key 
performance indicators for staff is that they must show that they’ve learnt something 
new at the end of the performance year – which we incentivise and support. In 
everything that we do, when you make a mistake, it's always about what did we learn 
from it. We must learn and continuously expose ourselves to new things, new ideas 
to become innovative. 
Respondent 5: Learning is key part of culture so we support and push people to 
become brilliant educators, introducing them to most modern concepts of 
pedagogical thinking and pushing them to introduce these into classes and we do a 
lot of professional development. 
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Question: How are strategic decisions made? 
Respondent 1: The decision making process is bit complicated at the moment as 
the organisation is streamlining its leadership structure and is currently work in 
progress as the leadership team refines how decisions are made 
Respondent 2: All the time we generate ideas. Strategic decisions that involve 
positioning the company at a different level are made by the partners who discus 
these and agree on what and how to execute – we do consult with our staff so that 
we get early buy-in from them and that they understand the philosophy behind the 
development. 
Respondent 3: Our approach to decision-making is consultative. So we, my partner 
and I, would brief the team on key issues and the rationale behind our thinking and 
seek input from the team as we didn't want to be autocratic and say you have to do 
this and that. This was key as we want buy in from the staff as it affect how they 
work and productivity. 
Respondent 4: As head of the organisation, I draft strategic issues that need to 
considered then the team interrogates and debates the issues – which enriches the 
outcome with the various input and tweaks - that's how it works for me that's how it's 
always worked. This works in culture where people know that you are not the only 
one with the wisdom and therefore they can challenge you. It starts there that's why 
you get smart people but you empower them to interrogate and disagree with your 
thinking, then you work towards consensus. After that process everybody has bought 
into this thing where now their views have been expressed and incorporated in that 
strategy. Its easier to then cascade it. 
Respondent 5: Fairly collaboratively. We have a small management team and a 
board. Normally the major strategic decisions are made through discussion between 
the management team in terms of options that are available for us, we check those 
with our advisors – we have a very strong and invested network of advisors - and 
then we can check them with the board. Ultimately a lot of what we are able to do 
comes down to whether our funders are willing to fund it or not. The final hurdle is 
being able to get the decision past our funders. 
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Question: Are you personally involved in the organisation? Why? 
Respondent 1: The founder was personally involved in the organisation until he 
died. The organisation is run by DGMT a South African foundation built on 
endowments from Douglas George Murray. 
Respondent 2: Yes because I'm passionate about what we do providing education 
solutions that enable children to learn using interactive tools 
Respondent 3: Yes. I come from a background of entrepreneurs - my mother has a 
business in the mining industry and what she always taught us was that we needed 
to be hands on with everything we do because no one will do want you want the way 
you'd do it. For me quality is uppermost in importance - so my key role was to focus 
on the quality of the output because at the end of the day when that bag goes to 
market, it has your name on it – it’s your brand, it’s your credibility.  
Respondent 4: Mainly because of my interest and passion in education. When you 
are creating something new you can’t just have others do this for you. We wanted to 
create and ecosystem around education a holding group with 5 subsidiary 
companies play a key role in that ecosystem.  
Respondent 5: I’m personally involved in the organisation but I don't do a lot of the 
day-to-day running. When I started I did but mostly because I started with nothing. 
You know I started straight out of my master’s degree with no start-up capital, in a 
store room in the building with a couple of old books. We build the organisation up 
from the ground and so I was involved in operations in the early years mostly 
because there was no one else to do it. Now that were slightly older, I've kind of 
been able to get people in to do more operational stuff - my focus is largely on 
relationship building and strategy. 
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Question: Do you regard your staff as committed and motivation? Why? 
Respondent 1: The work we do is hard and is about sparking potential of children 
through reading and because of that staff become emotionally attached to their work, 
it fuels people's passion and motivation for the work due to its nature. However there 
could be more we could do in terms of reward and recognition systems. A lot of 
people that come to work for us often have no prior experience of literacy work of 
this kind especially of this kind where it’s about reading for enjoyment – it’s a very 
unique and interesting approach because at the centre of it is about how children 
learn and this is often the opposite of what people have come to understand 
teaching. What we do is fun and contagious. our staff have the pleasure of 
introducing an unmet need into communities we serve - a big part if that is helping 
teachers and parent understand how a child learns - and that's the hear of it all 
Respondent 2: Our staff is very motivated. These are youthful geeks that love this 
space who develop applications and digitise the content. We expose them to new 
ideas and concepts on a regular basis so they are constantly on a learning curve and 
developing new things which keeps them motivated.  
Respondent 3: The staff is committed and motivated because of the ultimate cause 
of what we were doing because it was not just about making bags. Knowing that they 
were contributing to a greater good as individuals was a motivating factor. Also the 
experience of handing over the bags to school children and the interaction with the 
end user of the product and seeing the excitement in the kids receiving the bags is a 
very rewarding experience. It gave staff a sense of doing good and motivated them 
to do more and better. 
Respondent 4: Very much so – It’s easy to motivate people if they feel that they 
have stake and their views matter and are making a difference. They are motivated 
by the vision of what we are trying to do as an organisation team. 
Respondent 5: Our staff is very passionate and motivated. It’s a couple of things. 
First is a lot of our staff were not employed before working here and we took a 
chance on them especially in the early years. This built a lot of trust for them in us – 
a sort of two way street. Second is the investment in people's so pretty much any 
organisation that invest and its people in terms of their professional development and 
in cultivating their interests, the staff gives that back. Third, I think is teaching is a 
vocational profession and there's a natural degree of passion that comes with 
choosing to become a teacher and then I think the reward is quite immediate, so the 
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teaching staff get to see the progress that learners make on daily basis. So they 
have a very immediate feedback loop which is very motivating. We had stellar 
academic success, way better that anyone expected. 
Question: Would you regard your recruitment practices as affecting 
implementation of strategy?  
Respondent 1: There is no literacy programme that does what we do so there is 
nowhere for us to source and recruit talent. So a lot of our recruits learn to do the 
work when they arrive in the organisation. There are advantages when people come 
from a teaching background or from other literacy programmes. The model is easy to 
learn and that enables us to scale very quickly and that is part of our winning 
formula. 
Respondent 2: We employ and work with young IT developers and support staff 
that are enthusiastic and passionate about education and technology which is key to 
our strategy. We work hard, but we look after each member of our team. We 
recognise our successes and take time to reflect on what we learn from our 
disappointments. 
Respondent 3: Recruitment is important for us as a growing organisation. We 
employ staff from the broader community that we operate from. It important that the 
people we hire are the right fit, so we relied more on how we felt the person would 
blend in well with us and other members of the team. 
Respondent 4: We are in a ‘people's business’ so recruitment is very important to 
the implementation of our strategy - we have an extremely rigorous process - 
everybody has gone through the paces including a person like a driver because we 
want to represent excellence. 
Respondent 5: Initially it was a bit of trial and error. The first teachers we got we 
took on we cast a very wide net in the end we ended up interviewing 86 teachers 
four 2 spots and out of those 86 only one of them was qualified to do this. Once we 
put them in front of learners to teach, it became very apparent that most of the 
qualified teachers don't actually know how to teach at a very basic level. From that 
experience to now with the recent recruitment rounds, for teachers we basically just 
go through the network of existing teachers to pull in our senior teachers. For our 
junior staff, we have a really fantastic strategy where we have pre service training for 
people with limited or no job experience and also tap into a job skilling programme 
where they recruit and train people in early childhood care and so we bring them in 
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on internships for 6 months and once they succeed on the internship we then hire 
and develop them into teachers. So we are actually building our own teacher 
pipeline. 
Question: Is innovation, in terms of products and services, important in your 
organisation? 
Respondent 1: Innovation is important for us as we continue to scale and reach new 
spaces. We constantly thinking about techniques and way to do better - looking for 
better angles and solutions to achieve our goals. This is so important for us that we 
have a designated person as head of innovation and their role is find new way for us 
to achieve our objectives. There's a window of opportunity that we have and we need 
to fully explore it before that opportunity closes - if you don’t innovate, you die. 
Respondent 2: Innovation is important - if you don't learn that what you call an 
innovation now is going to come into the market and be overtaken. So the only way 
to be able to keep up and learn and be at the cutting edge is to have research and 
development capabilities. But I think we haven't done as much as we ought to. 
Respondent 3: Innovation is important for us as we rely on that to continue serving 
and developing new products for our market.  
Respondent 4: Yes it is. Innovation is very important to the organisation in terms of 
operations and providing services to clients. 
Respondent 5: Our school operates as a sort of lab - We are uncovering a lot of 
really interesting innovations that comes from the site itself. Those are interesting for 
us as we think about how we expand. A lot of what we know about what is effective 
comes out of seeing the interventions in the school. 
Question: What are your future growth plans? What is the main driver for 
growth? 
Respondent 1: Collaborations with major partners/stakeholders including the 
department of education, The National Education Collaboration Trust, Community 
Work Programme (a government initiative) on a big scale are the main contributors 
of growth. We also have access to funding opportunities that will allow us to expand 
our literacy awareness campaigns at community level. We also have an opportunity 
to do research into the impact of our work - we want to deepen our understanding of 
what works and why it works, also see if we need to remodel our approach to what 
South Africa needs. 
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Respondent 2: The main driver is demand for enhanced education content that can 
be distributed efficiently to learners – there are over 28 000 schools in the country 
and if we could simply just capture 25% of that market we would be happy with that 
Respondent 3: The key driver of growth was demand for our products with the 
orders for bags getting bigger following the publicity we got from media about our 
school bags. This was challenging for us. But the trick for us was to manage the 
demand and not scale too quickly 
Respondent 4: I think we’re very happy with the way we are in terms of growth. 
Right now we are implementing a lot of new ideas you go through the process of 
being extremely deliberate about how you manage your growth and not running 
ahead of yourself. Our model is not a standard model for affordable private 
education - we have enhanced the curriculum, recruiting teachers who are the 
private sector or in other independent schools and have to be trained in our 
methodology and that training is done in the US. So it's important to embed our 
model and run ahead of ourselves. So that's one of the reasons why we are 
controlled in terms of our growth. We are going to be building our own teacher 
training college so that we can train our own teachers and they get completely 
immersed and inducted in our way of doing things and then we can scale but it’s a 
process that will take about 3 to 5 years to get there. Once we are there, we’ll are 
able to replicate and grow. There's a lot of demand for independent schools out there 
we could probably have pursued but we want to keep and maintain the integrity of 
our model.  
Respondent 5: The main driver of growth is demand for quality education. The 
major constraint for growth as a non-profit is funding. So we do have a hybrid social 
enterprise model where we charge parents a little bit, we become eligible for a 
government subsidy after some time and fundraise for the gap. Overtime the 
organisation becomes sustainable. The initial setup cost for schools in South Africa 
is very significant. We would like to grow to 5 schools in the inner city of Joburg to 
create a network of excellence and centralise the management across the schools. 
The problem is finding funders to invest - the non-profit funding sector in SA is quite 
scattered making it difficult to build long-term, strategic relationships. In the US, an 
organisation can be funded for decades to test concepts and ideas, locally we don't 
have anything as developed. 
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Financial factors  
Question: What was your primary source of funding at start-up? 
Respondent 1: Funding in small contributions from various well wishers 
Respondent 2: Self-funded. 
Respondent 3:  We sourced donor funding from the SAB Foundation (R300 000 
plus capacity support) through a competition and it was sufficient for us to get going 
Respondent 4:  Self-funded. We may seek debt funding at some stage in order to 
capitalise good business. 
Respondent 5: At the very beginning we secure a room basically from the owner of 
the building we are in who also invested a little bit of money. Then in our first year we 
crowdfunded and it was a lot of donations from friends and family and random 
companies. 
Question: Was sourcing start-up funding easy or hard? 
Respondent 1: It was easy for the founder to source funding largely due to his 
profile and access. 
Respondent 2: We didn't have to source external funds - the three partners made 
individual investments in the business including a lot of sweat equity and time - so 
that's was easy to acquire and it was repaid through a loan account. 
Respondent 3: It was easy for us - we made an impressive pitch with an awesome 
presentation. The SAB Foundation funding support opened opportunities to other 
funding from elsewhere. 
Respondent 4: Easy, had access to personal funds required to get started. 
Respondent 5: It was very, very difficult in the early stages but from our second year 
we started securing more grants - we must get you know some of the more establish 
grant-making foundations on board. 
 
 
Question: Would you describe your organisation as for-profit or non-profit? 
Why?  
Respondent 1: Non-profit. The founder was selfless and wanted to plough back into 
the community and not generate any profits for himself 
Respondent 2: For-profit as we wanted to fully commercialise our products and 
service while serving a social need. 
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Respondent 3: For-profit. We chose this model to ensure the sustainability of the 
enterprise. The plan was to start with the bags for school children paid for donor and 
corporate sponsors which is our social side of the business and then grow into 
making other products using recyclable materials which we would retail directly to 
customers (on commercial terms). We were concern that the NPO/NPC status would 
restrict that. 
Respondent 4: For-profit. We want to run an enterprise that is sustainable, in other 
words it has to make money. 
Respondent 5: Non-profit. We chose to be a non-profit mostly because we wanted 
to do impact work so. We wanted to work with communities where we knew that 
there wasn’t a (profitability) paradigm. I mean if you look at the income distribution in 
South Africa, only 1.5% of the population can afford to spend over R10 000 per year 
on education and I think the next bracket where the spend is more than R5000 per 
year on education was like also 1.5 or 1.2%. If your charging parents anything above 
R500 per month then you are not reaching a representative sample of the country 
overall and then you are not answering the kinds of questions that can have 
systemic impact. I also think they are huge problems with commoditising education 
in South Africa. 
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Question: Do you seek and receive donor funding? 
Respondent 1: Yes we seek and received donor funding 
Respondent 2: In the early years of operations we did seek donor funding however 
we never received any. 
Respondent 3: Yes. We've received several grants from donors  
Respondent 4: No 
Respondent 5: Yes we do as we are largely funded by donors 
Question: What are your main sources of income? 
Respondent 1: Donor funding. We also receive corporate sponsorship for specific 
projects. Funding comes in with very specific demand on the campaign. 
Respondent 2: Our main source of income is generated from services and products 
we provide directly to learning institutions and indirectly through corporate social 
investments by companies such as Vodacom.  
Respondent 3: Donor funding and sponsorship through corporate social 
responsibility (CSI) programmes - depending on their donation, these so-called 
"giving partners" are matched to a class, a grade or an entire school 
Respondent 4: Own funds and fees from parents. We are for-profit and don’t qualify 
for government subsidies. 
Respondent 5: Our main source of income is grant funding. In a year from now it'll 
be government subsidy - effectively government will subsidize 60% of any non-profit 
school operator that works in an area of need. The school will receive government 
subsidization, a small fee from parents and then we close the gap with philanthropy. 
At the moment the majority of the money is from donor funding. 
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Question: Would you regard your organisation’s financial health as good? 
Why? 
Respondent 1: Yes – we are well supported and funded through donor funding 
Respondent 2: It’s in a good financial health as we are signing on new clients and 
are now in over 100 schools. Look up when we started in 2012 there were 16 
schools all private and in 2013 it moved to about 23 - a combination of private and 
public schools and public schools (so called Model C schools) and as we talk today 
we were are in 100 school so it has not been exponential in relation to the size of the 
market but it's been a good. 
Respondent 3: Yes the financial health. We are well supported through donor 
funding however sponsorship through CSI is fickle - you're it until the next big thing 
comes. CSI budgets tend to be released around a particular time of the year, mostly 
at the end of the year and this influence our production capacity. We basically work 
around this by being smart with finances and production, making sure that we plan 
for income and production based on the previous year's trends.  
Respondent 4: We are in good financial health. We are not pursuing bottom line 
returns in the short term it's important yes for the business to be sustainable to do 
that well for profit organisation after all. We have the luxury of having sufficient 
funding so that we can embed our model without initially worrying about where the 
funding injection will come from. Running schools is a capital intensive exercise – a 
campus can easily cost a hundred million rand.  
Respondent 5: We could be in better financial health but secured full funding for 
next year and ongoing commitment from several of our donors. Overall it’s good but 
not perfect. 
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Question: What are the main markets you serve? 
Respondent 1: Our services are targeted at children in poor communities but 
delivered through adults in different environment such as schools, churches and 
other NGOs. 
Respondent 2: Our main markets are schools at basic education level and 
institutions of higher learning including TVET colleges.  
Respondent 3: Corporates - through their CSI programmes - are the main 
customers as they bought the bags from us on behalf of the school children who are 
the main beneficiaries 
Respondent 4: Our schools serve the affordable/mid-fee market in working and 
middle class communities.  
Respondent 5: Poor communities in urban areas in cities like Johannesburg where 
people are moving from rural areas to the city looking for jobs - a phenomenon that 
common across the developing world – where we feel that that's where we can have 
the greatest impact. 
Question: Describe the business environment within which you operate. 
Respondent 1: The business environment is very challenging as we constantly have 
to work at maintaining regular income through funding while rolling our work in 
communities 
Respondent 2: It’s a tough business environment with our type of product requiring 
a long lead time. So a lot of investment goes into business development with 
demonstrations to key decision-makers in various institutions and departments who 
are responsible for procurement of education materials. We also have to negotiate 
with the publishers of text books around copyright issues. We also have to engage 
manufacturers of devices (tablets). 
Respondent 3: The business environment is cutthroat as we are dealing with very 
tough suppliers of plastic materials - the landfills have a highly regulated albeit 
informal system - with high demand for several industries. This required developing 
relationships directly with suppliers to ensure that we get the right quantity and 
quality of materials. The other elements of the value chain were not a difficult to 
navigate. 
Respondent 4: While it's a competitive market there are gaps that we are exploiting 
in terms of academic content and other niche types of content  
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Respondent 5: The mushrooming of low-cost private schools in the area where we 
operate impacts on our relationship with the education department a lot because we 
get lumped in with those low-cost operators. Some of them are enterprising taking 
parents for a ride and some are very well meaning. We also get lumped in with the 
all of the problems that come with low-cost private education including the variation 
in quality. The education department is also not providing enough schools to cope 
with the demand – if parents had a free school to send their kids to they would do 
that. 
Question: Who are you competitors?  
Respondent 1: Literacy is very broad and we focus on a very small part of it - 
reading for joy, pleasure. we are an after-school activity that children can do to spark 
potential to do anything they want through stories that giving children an opportunity 
to imagine and see life beyond their daily reality. It’s about parent spending time and 
connecting with the children through story telling. We don’t have real competitors in 
this space because it is seen as very esoteric and often organisations want to do 
tangible stuff that they can easily quantify. As the sector becomes aware of the value 
of our approach we suspect that there will soon be competition in this space in the 
near future. One of our main indicators of success is to see a reading culture 
growing not only in classrooms but also in homes. We aim to be embedded in big 
institution so we can hold our position as market leader for longer. 
Respondent 2: When we started there were not many but now there multiple 
players into that space. We are happy to compete in that space believing that our 
solution is above others. Our platform we provide a lot of interactivity including 
animation, audio. The competition is mainly coming from text book publishers. 
Respondent 3: For a long time we didn't have direct competitors but through the 
publicity of generated by our schoolbags we seem to have sparked off interest from 
several other producers of school bags with solar lanterns 
Respondent 4: In publishing, it’s the major publishing houses In schools, its Curro 
schools with their Meridian brands. 
Respondent 5: Low cost private education providers in the inner city. The 
resentment from low cost private education operators is that we out-compete them 
because parents would much rather send the kids here than to any of the other low-
cost operators. We are not too worried about that and I think it's quite a good 
strategy for us to wipe out them out and replace it with something of a better 
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standard delivery. That's probably the best way for us to create local goodwill, to say 
we're gonna standardise low cost private education. 
Question: Do you have shareholders? 
Respondent 1: No 
Respondent 2: Yes. We started with 3 shareholders and are now with 2 partners 
holding 51% and 49% respectively. 
Respondent 3: Between two partners at 50/50 
Respondent 4: There are two shareholders in the business 
Respondent 5: No 
Question: Describe your accounting and reporting processes. What reports 
are generated and to whom are they presented? 
Respondent 1: Financial management reports are generated for executive 
leadership and the board for approval. 
Respondent 2: Follows a normal processes with financial accounts produced and 
have to be presented to both partner to be signed off – you have to have reports to 
know where the organisation stand and know what your tax obligations are. There's 
no other way you've got to submit report, so you put the right systems from the get 
go.  
Respondent 3: Normal accounting processes with reports generated for the 
executive management team – we don’t have a board. 
Respondent 4: We have normal governance processes even though we don't have 
to account for to anyone right now including debt funders because we don’t have 
any. Governance is a very disciplined process so we have management meetings, 
board meetings, monthly management accounts and budgets all the things you find 
in a big company. It's about creating an institution therefore building the foundations 
to make sure we seen as serious and not a spaza shop. 
Respondent 5: The monthly management accounts we review as the management 
team and we review our budget on a daily basis. We have to report our budget to all 
our funders. Our annual financial statements are audited and then reviewed by the 
board – they also review the quarterly budgets. 
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Leader traits section 
Question: Describe the leadership style of the leader 
Respondent 1: The leadership style is a hybrid style with a strong attempt at being 
consultative 
Respondent 2: Consultative because in this business you need to create space for 
people to use people start using creativity, you need to be able to lead and be led, 
you need to be able to do the experiments and cut your losses when you realise that 
some things are not way that you want them to. 
Respondent 3: I'm very democratic, diplomatic leader with strong listening skills. I'm 
also very inclusive in decision-making  
Respondent 4: I don't have the wisdom, there are other people much cleverer than 
me therefore it's about getting the best if I can find that are smarter than me. We take 
credit for the work we do as a team. When you trust people to do the right thing then 
people are more likely to do the right thing most of the time.  
Respondent 5: I hunt for talent to find people who know things that I don't know and 
then I try and put those people in positions and then I trust them to do the jobs - I 
don't trying to tell me what to do. I expect them to work autonomously. I try to support 
and develop staff a lot- for my senior management team instead of asking from 
them, I try to give to them. In terms of decision making, I’m more a mediator than 
authoritarian, seeking collective decisions on key issues. But then I’m quite 
unyielding and uncompromising on the ultimate vision and outcome. So I’m very 
flexible on the process but unrelenting when it comes to the vision. So if someone 
wants to work flexible hours, that’s fine but they ultimately have to deliver on the 
outcome expected.  
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Question: What are leadership’s strengths and weakness? 
Respondent 1: Being consultative and responsive is a strength. Seeing things 
through is important so is being dynamic, flexible and not stiff. 
Respondent 2: I believe in these youngsters who are learning and creating an 
environment in which they can be so creative. With our own staff, recruiting and 
paying them for something that they themselves don't even know you take it can but 
that's what business is about. You experience leadership when you bring experience 
and skills with the ability to work with people and put them towards a common goal. 
Give them the drive to be able to be passionate about what they do, be able to take 
risks. 
Respondent 3: I'm very firm, sometimes seen as strict, with people who don't do 
what I ask a person to do. I'm very hands on and uncompromising when it comes to 
quality as everything has to meet my standards - if something is not done right, then 
it goes back immediately. 
Respondent 4: I don't think of weakness because that's not where I focus. All I know 
is that I just work bloody hard, harder than most people and I learnt this when I was a 
high school because I was not the smartest person in the class. I learnt in my 
younger years that to get the same mark as the clever people in the class I would 
have to work maybe 2 times harder and therefore leading by example – walking the 
talk.  
Respondent 5: I’m very good at high level strategic thinking and driving the vision 
but I’m not so great at interpersonal stuff – such knowing people’s birthdays. 
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Question: What role do you think your skills and expertise play in leading 
effectively? 
Respondent 1: The leadership team is able to come out with a solid strategy that 
works. Some effort is required to identify the necessary skill set required to lead the 
organisation and ensure that at a functional level we are operating optimally and 
create systems of engagement. So a lot of work needs to be done to address these 
challenges. Sometimes it can feel very chaotic when working on a project but once 
it’s done our work looks good externally but internally those struggle become bigger 
problems in terms of how people engage with our systems with some frustrations but 
because of the passion of staff they are able to do whatever it takes to deliver 
Respondent 2: It’s important to have the right mix of skill and expertise to me able to 
marshal your organisation towards a specific mission. You also want to have people 
around you that have the ability and skill to execute and deliver on that mission. And 
you must give them space to do so. I don’t believe people need to clock in and out 
every day at specific times but if they are able to deliver the work from whenever 
they are, that’s fine.  
Respondent 3: Being young, I'm still learning a lot of things but I'm also in tune with 
what's current and new (trends). I also have the flexibility to go all in into the 
business and allow myself to either win or lose without being held back by other 
commitments. Bring that into the company adds to the energy of the company by 
allowing us to take risks which may not be possible under other circumstances. My 
education played some role in preparing me for this leadership role but I'm not too 
certain how big a role it play as there is a big difference between what you learn at 
university and what happens in the real world. I learnt a lot from my mother and the 
experiences she went through running her business - I know nothing else other than 
seeing people in my family working for themselves. 
Respondent 4: Having the skills and experience of running big organisation has 
been useful. But I'm a curious person and constantly force myself into a discomfort 
zone throughout my career in the consulting space, telecoms, banking and now 
education. I’m able to say I'm going to learn this new thing and I'm going to get my 
arms around it in my mind around it I'm going immerse myself to understanding it. 
Respondent 5: I directed my first education non-profit when I was 19 while I was 
studying. I devoted all of my spare time education projects, sitting on education in 
the boards, launching scholarship funds, working on research projects with the 
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department. So by the time I founded this organisation, I have had several years’ 
experience running and directing non-profits. There’s a common feature among 
founders and entrepreneurs which is that we’re not very good at jobs or working for 
other people. So I was never very good at holding down a job and so I think this is 
also something about your temperament and your ability to just know that you are 
going to have to run your own thing. From the beginning of starting this I always 
found people who had experience that I could ask for advice. Everything that I know 
actually came from long standing relationships that I had with advisors. 
Question: Would you describe yourself as a change agent and visionary? 
Respondent 2: Yes. The ability for learners to be able to use technology to learn is 
important to me – moving schools towards that important to me 
Respondent 3: Yes I am driven by the needs of others and I believe the profit will 
follow the need 
Respondent 4: I guess because I'm driven to prove stuff and destroy myths, often 
about myself. I deliberately chose to be in education because I wanted to see what is 
possible and I’ve experienced how education can change lives. 
Respondent 5: I’m very much motivated by the need to change how society does 
things. 
Question: What motivates you? 
Respondent 2: When I see some difference in the people we work with – whether its 
learners or teachers – it then says to me if I spent 12 months pushing this solution 
and 10% of the people that interact with it are actively using and benefiting from this, 
I become more alive because it was worth my while. The growth in adoptions of the 
solution also keeps me motivated. Our solution is not merely about impacting the 
individual user, it’s more about changing the system, changing the learning system. 
I’m also motivated by the fact that in doing this work, I’m able to earn an income – 
feed my family and pay school fees for my children.  
 
Respondent 3: I'm motivated by success. I'm also motivated by my team because 
we spend so much time together to an extent that my life is intertwined with their 
lives, so the failure of the business not only impacts my life but also theirs on a huge 
scale. That is a huge motivator for me to want to succeed. 
Respondent 4: I'm passionate about education. I was a lecturer in my 20s and my 
father was a school teacher. If you look at what's happening in the world, where 
 126 
 
education is going through this whole revolution and I like being part of revolutions -
sometimes small, little revolutions. 
Respondent 5: I'm very much motivated by the 1.75 million kids going to school 
every year in South Africa - in a system where despite having enough resources we 
know that they are not going to come out with skills that enable them to lead the 
kinds of futures that they want to lead. That bothers me a lot and motivates me to 
find a solution. 
Question: Would you regard yourself as a conscious entrepreneur? 
Respondent 2: Yes as I’m motivated by providing solution that change or improve 
people’s lives 
Respondent 3: Yes I am driven by the needs of others and I believe the profit will 
follow the need. 
Respondent 4: Very much a conscious entrepreneur. Through this organisation 
we’ve identified a gap of the stuff that nobody is really addressing, business follow 
opportunity.  
Respondent 5: Definitely. As a founder of the school, even though I don't have 
much to do with kids on a day-to-day basis, I'm still exposed to know about how 
many kids are hungry, how many kids lost their parents, how many kids are 
homeless and it's impossible to be exposed to those stories and not have that impact 
you. 
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Stakeholder/community involvement factors 
Question: Who are key partners/stakeholders? 
Respondent 1: Government - department of education, funders, schools, staff, other 
NGOs 
Respondent 2: In the schooling/education system – our key stakeholders is 
educators (managers, principals and teachers), learners and parents. Other 
stakeholders include the broader community which we seek support from when we 
introduce the e-learning model. We also work with telecoms companies to partner 
with us to provide connectivity in schools. Some provide free data and in some 
instances they provide gadgets for learners to connect to the e-learning platform. 
Government is also critical in supporting the rollout of the e-learning platform when 
they see the benefits of having a tech platform replacing physical text books.  
Respondent 3: The key partners are the funders and the schools 
Respondent 4: Parents who want their children educated. Staff is also key.  
Respondent 5: The kids are our biggest stakeholders followed by parents both in 
terms of the expectations and responsibilities in particular. Our staff are also key 
stakeholders and we can’t do anything without them. Funder are also every key and 
so is the broader community. Others are government, the board and advisers. 
Question: Do you have a relationship with the community within which you 
operate? How is it maintained? 
Respondent 1: in a community you'll find schools, NGOs that we see as our 
stakeholders. The relationship is governed through MOUs that forms part of our 
partner strategy that helps us categories our partners based on different levels on 
engagement with different support levels that includes bilateral support between us 
and them. So we have different packages for different partner which govern the 
relationship and how we interact with them. 
Respondent 2: Yes we do. We run facilitation workshops to involve communities 
within which the schools are located when we introduce the model in schools. The 
educators are given constant support as of our operational model in which we cluster 
schools by area and assign a member of our team to look after a cluster for schools 
on an ongoing basis with periodic visits. We are also offer online support where 
teacher are able to log queries which are assigned, based on the nature of the 
query, to a particular back office operator to resolve. We also have ongoing 
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communication with parents – through our system the school can send reports to 
parents on their mobiles.  
Respondent 3: Through the schools with relationship management assigned to the 
executive team. The input from the schools is fed-back into the enterprise and 
informs various aspects including product development. 
Respondent 4: You have to develop relationships with the communities because 
you are providing social service which is very complex, much more complex than 
selling widgets. A school is not just a school - it’s a place of reference for a 
community because that's where they send their children. The community wants to 
be involved with the school because the school is so important in their life. We are 
very deliberate about it - it is important for parents to be involved at an individual 
level but also at a community level - getting involved with activities that happened in 
the school but also how you make the school available to solve community 
problems.  
Respondent 5: We try to hire staff directly out of the community we serve as much 
as possible and we’ve found that that is the best way to maintain the relationship. 
Also as a school, the learners and parents are the community - you deal with them a 
lot. We have a full-time social worker so we actually deal with parents on a 
consultative basis a lot. We are located near a hostel and the leadership of the 
hostel protects the school because they see it as a community asset. So we maintain 
the relationship through direct engagement with the community members as the 
beneficiaries of the school. We also have relationships the formal structures such as 
the Johannesburg Development Agency. 
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Question: Describe the value created by your organisation for stakeholders? 
Respondent 1: Growing the culture of reading in communities creates value as 
reading can spark potential in children. 
Respondent 2: We believe we have created significant value for our stakeholders – 
for learners it’s the ability to access and interact with learning material in a way that 
is dynamic. Our platform provides educators and learners with a digital solution that 
enhances and simplifies the teaching experience. Our teaching technologies are 
designed with the educator in mind, enabling them to easily combine their own 
content – both found and personally created – with the most up-to-date curriculum 
content from leading publishers. 
Respondent 3: For the kids it gave them a sense of dignity by having a decent bag 
to secure your books to schools and being able to study at night with a safe form of 
lighting. For staff, employment created a lot of value giving them a sense of purpose 
and being part of the team that produces bags for school children gives them a 
sense of pride in their communities 
Respondent 4: Education is a huge investment in the future of people. We can 
produce leaders and entrepreneurs through education  
Respondent 5: We create a lot of value by providing the community with high quality 
affordable education – we also give the community access to the facility to use for 
various events. 
  
 130 
 
Question: How is priority allocated between the enterprises social and 
business goals? 
Respondent 1: We operated in highly disadvantaged communities where there is 
high unemployment and a lot of abuse of children. In that environment the 
community tends to have high expectation that your organisation will be their beacon 
of hope and yet the organisation is there to do one thing but the expectation is 
bigger. We manage this through a planning period with our community-based 
partners where we seek to manage expectations and clarify what we can and can’t 
do, so that people buy into the programme with a clear understanding of what it is 
and isn’t. We also have information session. 
Respondent 2: The advancement of the business is intricately linked to the social 
aspect in that we would not be in a position pursue the business goals if we were not 
also seeking to solve a social challenge, in this regard education. 
Respondent 3: It’s difficult to balance the social and business aspects of the 
enterprise and requires that you move very quickly into other markets so that you 
build a sustainable operation. The social aspect can be hindering to the business 
side of things. We strive to find the balance but it’s not easy. 
Respondent 5: You have to have a clear sense of your vision and values and you 
have to have a sense of what's possible and what's your priority. Then you just have 
to make a decision every time every situation comes up you have to decide what’s in 
the best interest of your organisation – effectively the way that we draw the line is 
our job to develop excellent education for the learners in this community, so when 
we deal with a situation like a social issue we need to ask: is addressing this issue 
furthering our mission of providing quality education to children or is it not.  
Question: To what extent is the social aspect of your work influenced by 
business dynamics? 
Respondent 1: We are constantly managing expectations and ensure that 
communities we operate in are so that we don’t end up with mismatched priorities. 
We operate in spaces where needs are the greatest and resources are limited and 
it’s important for people to understand your boundaries in terms of what you can or 
can’t do. 
Respondent 2: We understand that introduction of this kind of intervention takes 
time and we understand that fully – adoption, implementation and mobilisation of 
resources. 
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Respondent 3: The social aspect had a big influence of the business dynamics as 
the main customers were corporates through the CSI projects which were seasonal 
in nature and require a reconfiguration of the financial and operational management 
of the business in response to that. 
Respondent 4: It very difficult but it forces us to be innovative, constantly thinking 
about how we deliver value where can deliver this amazing quality service but make 
it affordable. We prioritise what is important and essential. We can offer a really good 
academic model without the frills making more affordable and better that others can 
offer. 
Respondent 5: It’s a trial and error process, so for a long time we deprioritised 
social work interventions that we did it until we found that it was massively 
destabilising the environment. From that experience we started to prioritise social 
intervention and nutrition in our model which assisted in terms of academic 
development 
Question: Have you experienced a clash between your organisation’s social 
and business goals? 
Respondent 1: It’s a constant clash that we try to manage 
Respondent 2: As an organisation we understand the dynamics at plays in terms of 
our social and business goals. Much of our effort has been geared towards 
balancing the two. In some communities you will get to a school and they will say we 
like what we see but can’t afford this – but the passion that they have for the solution 
sometimes much more than a school that can afford it and is using it. In cases like 
that we may decide to offer the solution affordably by cutting out the profit margin 
with the view that over time the investment we make in that school may yield 
significant returns, perhaps when other schools witness the impact of the solution 
provided to that school at a discounted price, they’ll take up the solution and even 
subsidize the cost for the school that can’t afford. So sometimes we do forfeit profit in 
the context where we do see the social need that far exceeds that of other 
communities. 
Respondent 3: The clash is constant and ongoing 
Respondent 4: There's always that issue but you have to manage expectation. 
There are always those clashes. 
Respondent 5: It is an ongoing it is a challenging process we are dealing with very 
complicated social issues. So it's not it's not always straightforward I do that 
 132 
 
sometimes it's a judgement call or a value judgement call – sometimes you have to 
say no in very difficult circumstances. 
Question: Is the community involved in the development of your products or 
services? 
Respondent 1:  through our work we constantly get feedback from the children 
about the stories. Sometimes these evoke deep seated scars, so we want to partner 
with the department of social development to connect our reading clubs with a social 
worker where necessary. So we can easily refer people with issues that we are not 
experts in without turning people back with no solutions. Some of the children attend 
reading clubs very hungry so we need think about how to bring on board partners 
that can help us to enable that reading space to happen with less interruptions. We 
want to be seen as collaborators with the communities that we serve. We also 
started a community of practice which a small network of partners - stakeholders 
forums - that want to work with us. 
Respondent 2: We get feedback and input from learners and educators – this 
includes suggested improvements to the platform and the content. Some 
suggestions directly impact on how the solution is used by educators as learners 
tend to give creative input which results in different application of the solution. 
Respondent 3: Because the product is tailored for school children we had to involve 
the kids in figuring out what they would like their bags to look and the functionality 
aspects of the bag. So we seek and get a lot of input from the children through the 
schools.  
Respondent 4: The input and feedback from the community through various 
engagements is useful to use when developing our offerings. 
Respondent 5: We do take in feedback from the community – through parent 
meeting and feedback forms, we do stakeholder interviews. But because education 
is a technical field we don't expect parents to have a responsibility to provide input 
on something as technical like mathematical model - that's the job of a professional. 
Question: Has the social condition of the community you serve impacted on 
the growth of your organisation? 
Respondent 1: One of our main indicators of success is to see a reading culture 
growing not only in classrooms but also in homes. We aim to be embedded in big 
institution so we can hold our position as market leader for longer. 
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Respondent 2: The social conditions of our stakeholders directly impact on the 
growth of organisation as the vast majority of schools (with the exception of Model C 
and private schools) are situated in poor communities and rely on government’s 
education department to procure the e-learning solution for them. So we have not 
grown as quickly as we could had we just focused our efforts on those that can 
afford but we are working with provincial government education departments to find 
a workable model as we believe the solution bring about significant saving just from 
a text-book buying perspective. 
Respondent 3: Yes, it has positively impact on the growth of the organisation 
Respondent 4: They impact on us every single day. We operate in some 
environments where unemployed is high and a lot of people can’t afford sending 
their children to our school but it’s important for us to be there. So we work with the 
community on ongoing basis, consulting and engaging so they understand what we 
are trying to achieve and how a private school in the area will in the long run will 
benefit the entire community. It’s a huge business risk for us as we are investing 
significant amounts of money but you don’t stop, you try and manage the risk. When 
the credit rating downgrade happened we had just broken ground at one of our new 
site - confidence in the country dips - we then had to halt the construction of the 
campus which was going to open next year.  
Respondent 5: It’s a major constraint on the growth of the organisation in particular 
if you look at how quickly the middle income schools are able to grow. As a non-
profit you don’t have the same credit mechanisms, you have to fund raise upfront 
because the parent can’t afford the full fees. So that slows down growth significantly. 
Also once you undertake to educate a child you have to make that commitment long 
term. There's still a massive gap between what parents can afford and what the 
government is willing to subsidize. Raising funds for that gap means our growth is 
slower than what it could be. 
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ANNEXURE 3: ETHICS CLEARANCE FORM 
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ANNEXURE 4: TURNITIN REPORT 
 
 
